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among ourselves 


@ |t was perhaps poetic justice that a committee should have the 
task of mapping out this issue on committees. 

What kind of a committee were we? Well, we had the director 
of program coordination for a national federation of women’s 
clubs; we had the senior training consultant for a large insurance 
company (he’s become the manager of another company since then). 
The director of the management-engineering department of an inter- 
national labor union was with us, along with the associate superin- 
tendent of a large state bureau of adult education. The committee 
chairman was dean of a university school of social work. Two mem- 
bers from the editorial staff of ApULT LEADERSHIP rounded out the 
committee. We had never worked together in this kind of meeting 
and for many of us it was our first association with each other. 

We began our work by looking at past issues of Apurr LEADER- 
sHip and discussing the people it served, the themes that had been 
dealt with in the past and that were planned for in the future. We 
soon agreed that we wanted the issue to be both practical and intel- 
lectually stimulating to leaders in various kinds of adult agencies and 
organizations. 

As we worked together during our three-day workshop, we began 
to identify and rely on the roles which each of us played with par- 
ticular effectiveness. We found our practical-minded member a 
strong spokesman for the volunteer-led organization which hadn't 
resources to hire professional help. We had the community minded 
member, who stressed the point of view that organizations do not 
exist in a social vacuum but in communities and that their real field 
of action is community affairs. Fortunately for us. we had also the 
stern realist, who urged that we should not present untested ideals or 
models of how organizations should behave, that we should tell the 
readers the facts of organizational life, the facts of struggle for 
power, of political pressure. In addition we had our integrator, who 
kept us to our task and helped us to use our different points of view 
and experiences. 

As we talked together, we began to see some common purposes 
more clearly. We said we hoped to produce an issue which would 
not be so much a series of separate articles, as one in which the 
different parts are interrelated and tied together. We said we hoped 
to concentrate attention more on people in organizations, on processes 
and products of organizational life than on techniques and gadgets. 
What we wanted was a fresh approach to democracy’s business as it 
rets done in the boards and committees of various organizations. 

We decided that the boards, committees and officers we were 
thinking about were those in organizations operating locally, not on 
the state or national level. We thought also that officers, boards and 
committees should be regarded ideally as a leadership team working 
together rather than as operating in isolation. We agreed too that 
the functions of boards, officers and committees need to be seen in 
relation to a theory of human organization and a philosophy of 
creative leadership, if they are to make much sense. 

In working together, we found that the sharply stated conflicts 
among us helped us to grow in our thinking. Some of these we talked 
through. The members of the committee unanimously agreed to 
present both sides of the issues we weren’t able to resolve in our 
meetings. 

We hope we have produced an issue which will stretch the 
minds of the readers in the way our minds were stretched in working 
it out. Please let us know your criticisms of our work. 


Watlagh 8 Kock 
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Resolves Beginners’ Dilemmas... 


May I express my appreciation for the 
excellent service this magazine performs 
for those of us who are new in the field 
of conference planning. This particular 
issue (May, 1953) resolves for me many 
of the dilemnas I faced. Its specific sug- 
gestion regarding how to set the climate 
of rapport, the atmosphere of mutual 
learning, as well as much more mundane 
matters of exhibits, administrative serv- 
ices, working group liaison, have been 
helpful. (ESTHER MURRAY, Nationa! 
Representative CIO-PAC, 1346 Connecti 
cut Avenue, N.W. Washington 6, D.C.) 


Similarity of Principles . . . 


I note with interest your policy for 
your magazine as expressed in your col- 
umn “Talking It Over” in your January 
issue. You state, “Implicit in our purpose 
of improving democratic leadership and 
participation by the people in determin 
ing national policies, however, is the 
policy of encouraging the American peo- 
ple to examine all major issues of our 
society—including that of organization 
for peace—to collect facts about them, 
and to arrive at their own conclusions. It 
would be expressly against our policy for 
our magazine to seek to impose con- 
clusions regarding social issues on its 
readers. It is our deep faith that the de- 
cisions made by the people through 
democratic discussion will be wise de- 
cisions. Our goal is to improve skill in 
democratic discussion.” 

It will be interesting for you and your 
readers to compare this statement of pur- 
pose with that of the first Folk High 
School in Rodding in Denmark. It was 
written by Sofus Hogsbro in 1853 just 
one hundred years ago. He wrote “The 
folk high-school shall not foster blind 
fanatics but enlightened, conscientious 
citizens. It shall give the pupils as true a 
picture of actual conditions as possible; 
it shall draw their attention to different 
conceptions, emphasizing the main argu 
ments for and against them; it shall en 
deavor to rouse consciousness of current 
problems, and stimulate interest in their 
solution by developing the powers of its 
pupils—-powers of the heart as well as of 
the head—-and thereby enable them to 
tackle them; but solutions themselves 
must not be given. Only then will their 
minds be really their own; only in this 
way will they, as independent and active 
men, be able to enter upon the life of a 
citizen.” 

It is om such foundations that the 
whole Scandinavian Adult Educational 
movement has been built. With such 
fearless thinking has Scandinavian de 
mocracy flourished. Maybe it warrants 
more serious study on the part of Ameri 
can adult educators. (DAVID E. SON 
QUIST, 70 E. Elm Street, Chicago 11, 
Illinots.) 

continued on inside hack cover 
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A Look 


at 


Human Or 


BY KENNETH 


@ The many organizations that exist in our cur- 
rent society are very real phenomena. We become 
more or less aware of their purposes as we hear 
about them or join them. We are less aware of 
the problems they generate, within themselves and 
within society. If we are to recognize these prob- 
lems and deal with them intelligently: if we are to 
make the best use of our organizations, we need 
to understand the nature of human organization 


its functions and its reality. 
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D. BENNE* 


Almost every organization in America has some 
features and patterns which are matters of custom, or of 
‘policy as the school superintendent in the fable named 
it. These patterns-—a list of officers to be elected each 
year. a roster of standing committees to be appointed 
t board composed and selected in some particular way 
are normally assumed as part of the unexamined social 
heritage of the organization. No one may know just how 
they contribute to the stated purposes and on-going pro 
vram. When peopl question just how they do contribute 
those of us responsible for keeping the organization go 
Ing are tempted to vet red-faced and detensive. 

When leader hear complaints about the 
tween their organization's objectives and its actual per 
formance, they a ee these complait 
themselves as p or or on the people whi 
the ofhees, manning the committees and board 
it executive post in the organization, Ac 


| 


ms for the evap complaines about prob 


tem primarily from faults and deficiencies 

icters or the commitments of the per 

frequently stem basically trom faults 

the organization, in the definition of 

from poor communications among its parts, from inacde 
quate training ol pe rsonnel for speci il jobs. ete. Why then 
should leaders so often persor ilize’ criticisms of their 
organization? Pe rhaps part of the answer lies i 

that most of us haven't learned to look at pre 


problems of human organization objectively 
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cally. We have difficulty in sorting out features of out 
own organization which are unexamined inheritances 
from its history or unexamined borrowings from the 
patterns of other organizations, sometimes organizations 
with objectives and environments quite different from 
our own. The difficulty comes because the patterns of 
most organizations are so largely unexamined by those 
participating in them, so largely assumed rather than 
analyzed and tested against the realities of the organi 
zation’s actual objectives and environment. 

Perhaps a good way to begin learning to look at the 
facts of our own organization objectively is to face a 
fundamental question about human organization in gen 
eral: What purpose does the deliberate organization of 


effort serve in human experience? 


Organization arises when there are tasks to be 
done and problems to be solved which require the joint 
eflorts of many people. When the division of labor rr 
quired by a joint effort is simple, the necessary organi 
zation is also simple. When a dozen or so people got 
together on the American frontier to raise a house for 

ehbor who had been through a destructive fire, o1 
anization of effort) was required, But it was usually 
achieved with little conscious attention. The worthwhile 
ness of the task was apparent to everyone taking part 
so there was no particular problem of motivation o1 
apathy. The spec ial resources and interests of each per 
on were pretty well-known to all the others so there 
was little problem of selecting and fitting the right person 
to the right job. The control system was simple because 
the main controls lay in the evident demands and = r 
quirements of the task to be done, not in the will of a 
psyche logically remote board or executive committees 
Communication among people working at different part 
ol the hou C-ralsing Was Ca ily achieved becau Ge ¢Cvery 
one c¢ neerned Ct uld talk easily when talkin 4 thin cS OVel 
was nee led Oreanization under these condition could 
arise more or less spontaneously from the group and in 
direct relati mship to the requirements of the situation 
faced. 


is the functions to be performed by joint efor 
become more con ple is distinet jobs within the overall 
task become more pecialized, the required organizatior 
of effort: becomes more complex too. The same = rudi 
mentary problems of organization are still present——the 
motivation ol people to participate, selection and fittin 
of people to bs which fit their interests and abilities 
the control and coordination of diverse activities. and 
communication among the parts. But solutions to these 
problems can no longer be improvised or determined it 
a town meeting of all those concerned. At such a pont 
problems of organization, in addition to technical prob 
lems of the task to be done. become important im their 
own right. Offices and responsibilities need to be defined 
and some sort of system of selecting people to fill then 
devised. The autonomy of one part of the organization 
may become a threat to other parts and some recognized 
way of mediating differences among the parts will need 
to be instituted. The overall task of the organization 
may easily slip out of the view of people focusing on on 


particular part of it and the healthy motivation of help 
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ing to produce a fine joint product be lost in’ various 
parts of the organization, 

Moreover, organizations which survive over a period 
of time tend to perpetuate themselves. They may have 
started originally as concerted human effort to meet some 
parti ular need, to solve some spec ifie proble m. But when 
the need is met, the problem solved, they dont auto 
matically dissolve. At least part of the people workin 
in the organization are satisfying some of their personal 
needs through its activities, So they try to maintain the 
organization, to kee pit from dissolution and death, bkxist 
ing organizations find themselves looking for jobs to ds 
instead of the jobs to be done drawing peopl tovether 
to effect the required organization of effort 

As organizations in a community multiply, often 
with overlapping jurl dictions, competition tor mis mibers 
for community visibility and prestige, for funds and re 
sources becomes a social fact. Under these condition 
part of the efforts and resource of the organization 
voes into defense of the organization against other oy 
vanizations, into competitive advertisi: into making out 
organization look good and the others bad 

In a society so given to the formation of ot 
tions as America, it is not at all Surprising that a 
model of organizational structure should become ¢ 
lished in our culture. The structures of partie ular organ 
izations do differ in detail, But there are marked 
similarities in pattern between American organizations 
however itl rent in objective and program lf troucture 
is thought of as means to serve objectives and implement 
program, thi ameness in structure may actually indicat: 
a source of organizational inefliciency It may indicate 
that there has been too much dependences hy parte TAD 


organizations upon the general model 


Most of the complaints about organizations stem 
from misfits between organizational pattern and the 
tasks the organization is aiming The tendene i 
lor organizations to perpetual thei patterns without 
regard for the outside world they are trying to modiby 
ol influence 1th) «conte Wa ar another How eal we account 


for this tendency? 


\ later article will deal directly with problem 


organizational health. Here we will suggest only one wa 
in 


in which organizations can lose touch with outside 
reality. Suppose that an organization has de veloped 
strictly hierachieal structure. There are grades of pet 
at the bottom, through 


committee member and committee chairmen. through 


nel. ranging from mere members 


officers, up to a remote board. (If there are hired stafl 
people in the organization, they may not know just where 
they stand in the seheme of thin They may it in 
role hetween paid ervants of officers and board to tyrant 
operating behind the scenes. ) 

Suppose also that the chief way of rewarding set 
re in and to the organization com from advanein 
people upward in the hierarchy the organization 
Within the world of the organization, this advancing | 
what success mean The world outside and effectiveness 
in dealing with it shrink away in importance. Self-pro- 
notion and self-justification become mayor goals, whethe 
fully acknowledged or not. of individual member of 


continued on page 30 
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Your Organization... 


Whet are the signs of organizational health and sickness—not the superficial symptoms, but 


the basic criteria of organizational well-being? 


Does your own organization “enjoy ill health?" Gilbert David's challenging and amusing 
analysis may cause you to look at your organization from a novel point of view—a point of 


view that is challenged by William Gomberg on page 7. 


This 1 omy to be a bitter prec 

| had hoped 1 wouldn't lead off this way. | even 
lectured myself Listen, friend, this i going to be read 
by mature, thinking people lhey have a right to « xpect 
objectivity and it is your re pon ibility to be dispas 
ionate, unemotional, clear-eyed, Enough of this peevish 
nes 


And then just when 1 would feel that | had brought 


myself under control —l would even reach the stage of 


testing such cheerful opening statements as “Let's see 
how we can improve that organization of yours’”——my 
thoughts would flash back to the grim memories: the 
needle failures, the teeth-grinding exasperations, the 
tagnations, and po ibly worst of all, the sad withering 


oway of once decent po ibilities. 

And so it was in capable and | find it necessary) 
to put you on notice: This is going to be a bitter piece 
bor those of you who have suffered the slings and arrows 
ol outrageous « mization there will be the ring of 
truth 


Lhe world of peopl is made up of millions of 


roups. Kach of us belongs to many, for a number of 
different reason ome we are born into, some we are 
forced into, and sometimes we just happen to be present 
1 am a member of the male sex by accident of birth 


1 am caught in a traflic jam and contribute to the din 
along with all those who happen lo converge on the 
theater district just before curtain time; | attend a po 
litical rally either because | do or do not think it i 
time for a chanve 

In each case | am part olf a group but not of ar 
organization; an organization is a spe ial kind of group. 
And it i pecial for this reason: An organization 1 
established with intent and is continued with intent. When 
people vet together to form an organization they begit 
with goals they hope to reach; they make plans; they 
design procedures. All this is part of their intending. 

This is my point An organization is not an uw 
planned group activity, like a panicked audience or a 
lynch mob; it is an intended, planned, purposeful co 
ordination of human effort. And this is my complaint 
In too many organizations the intenders don’t build 


enough of the right kind of intent into their organizations 


| 


They build charters and constitutions and rules of 
procedure. They build in cllicers and boards and com- 
mittees. They build in goals and purposes and objectives. 
Sut they don’t build in a basis for healthy, productive 
human relationships. They don’t do so because they are 
either unaware of its importance or incapable or both. 
And that is where the organizational intenders fail. 

At this point | would expect you to interrupt me and 
say: “What do you mean, fail? There are any number 
of organizations which overlook the human factor, even 
trample on it, and yet are considered highly successful. 
How would you describe a successful organization?” 

Fair enough. If | presume to sit in judgment on 
others, I'd better have a defensible basis for my judg- 
ments. Let’s proceed to that, then: let’s establish a base 
to which | can refer my contentions. 


1 believe that the success, the goodness, the health 
of any organization must be judged by two major cri- 
teria: productivity and satisfaction. There are few who 
would disagree with so general a statement—it carries the 
same kind of social sanction as mother’s milk and the 
American flag. But when we examine this idea more 
closely, certain difficulties appear. 

A major problem, obviously, is that productivity 
and satisfaction have been viewed as opposing forces. 
Like a tug-of-war, as one gains ground the other pre- 
sumably loses. 

The experimental evidence on this point, like the 
Bible, can be used to support almost any position. Some 
findings show that productivity and satisfaction go hand 
in hand; others conclude that there is a lack of rela- 
tionship—that productivity, for example, does not im- 
prove with increased satisfaction. 

These contradictory results stem, I believe, from a 
failure to sharpen the problem sufficiently. The Univer- 
sity of Michigan’s Daniel Katz makes the point that 
“satisfaction” is overly-general, that it is possible and 
necessary to distinguish a number of different kinds of 
satisfaction. Some of these may be, and others not, re- 
lated to productivity. Probably related to productivity 
are those satisfactions that are basic to morale—a man’s 
feeling that his work is valued, that he has an accepted 
place and role in his work group, and that he is con- 
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tributing meaningfully to a worthwhile activity. But what- 
ever the relationship of satisfaction to productivity, hu- 
man happiness is an end in itself, and seems to require 
the presence of a certain set of operating attitudes. Not 
lip-service, mind you, but operating attitudes. These atti 
tudes should say: Every human being is a human being, 
and is therefore entitled to the kind of treatment which 
allows him to feel his worth as a person. 

I once heard a corporation executive say this: “Hu 
man happiness is a value in its own right. If those of us 
who are in position to affect the happiness of others don’t 
accept that responsibility, then we’re not fit to hold our 
jobs.” I shall always honor him for it. 

If the functioning of an organization is to result 


in both productivity and satisfaction, it is important 


that there be general agreement about what is to be pro 


duced. Whatever the nature of the organization, it will 
decide upon a production unit which best expresses its 
important activity: job placements in an employment 
agency, library volumes in circulation, average weekly 
attendance at discussion groups. Students of the confer 
ence procedure have even quantified the efforts of “think 
groups” by counting decisions and other outcomes. But 
whatever the production unit, productivity should be a 
measure of the ace omplishme nt of commonly agreed upon 
objectives. 

Is this asking for too much? Is it unreasonable to 
suggest that all of the people in an organization have 
some voice in deciding their goals? I think not. I think 
this is desirable and possible for committees, for boards 
and, under the proper circumstances, even for school 
systems and industrial units. 


Look carefully at some organization you know. one 
which fails to pass the productivity satisfaction test. Tl 
be very much surprised if you can't find some of these 


signs of poor « nizational health. 
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BY GILBERT DAVID 


One of the commonest symptoms is the tight grasp 
of authority. This is not too surprising; the master 
servant relationship begins with the cradle. You are di 
rected by your parents, and then by your teachers, and 
then by your first employer, and then by your second 
employer. So is the pattern set. 

| suppose there are, in addition, further explana 
tions for this jealous guarding of power. The show of 
strength may really be a display ol weakness. See if you 
know this person: He complains that his subordinates 
keep pestering him all day with minor matters, but woe 
betide the subordinate who takes action on his own, 
Delegation of authority, real delegation, would cause 
violent upset. If he were honest with himself he would 
say: “I'm really not up to this job, but Pve got to aet 
as though | were. Once | loosen the reills they i lose 
respect and walk all over me.” Instead he says: “You 
cant trust them they don’t have the brains to make these 
decisions they're irresponsible. If you want a good job 


done, do it yourself!” Familiar 


Already we are faced with a dilemma. If it is really 
true that only one man in the organization is capable 
of making all these decisions, how will he really get 
around to them all, particularly in a large, complex or 
vanization? The answer. of course: rules and regulation 


~ 


et up rules and still more rules leave no po sible con 


tingency uncovered, If The Man can’t be there in person 
his Word can. 

You know what happen . The person with any it 
tevrity wants to follow the rule but this same intewrity 
also makes him want to do a good job. brequently hie 
violates the rules to do the sensible thing, and is left 


with a sense of guilt 


But alter a while you learn that that isnt the way 
to make a good impres ion, to get ahead. You vet your 
knuckles cracked a few times, suffer a couple of set-back 
and you begin to get smart. You develop a personal sci 
ence for doing the right thing—find out what is wanted 
and do it well, always check for clearance, get a repu 
tation for reliability, suggest but never insist, avoid mak 
ing mistakes, and above all, don’t stick your neck out! 

And so a premium develops for conformity. Initia 
tive is dangerous. The test of an idea is not whether it 
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Thus is the pattern ol immaturity, of dependent “f 


curity, maintained. One of the saddest facts in the whol 
thing is that the OD know what has happened to 
them, know the mopromi ed themselve ind feel 


hel ple to do ing about it. This is a real organiza 
tional ill 


Downward Pressure 
Any large, complex organization will bi 
number levels of authority. I cept for thos 


dual role of uperior 


This double nal r a double 
That fixed srovile 
tires the facial muse 
lo relieve thi 
changes to a frown 
‘That 
ily tor ple min 
frustration. There 
off steam and that 
thordinat who take 
take it out on inal 7 plum el do 
markably efhicient operaliot What becom 


ure it the bottom level i i mlerestin 


Selective Information 

Communication the 
whom and why has received inere 
past lew year Seriou tired have 
ubject There is also a recent book on 
Whyte | Anybody Listents ) which 


interestin 
nt Communications is thou 

were at ’ f There are times when into 
tion fails to mo il i mertia or ove 
but | woul " ) w lack of 
tion clue " roost on to withhold 

Lhe ‘ FAIZ my SU > from timoproper cireu 
lation of informatio ( ood reason. Information 
flows downward nization when the superior 
want omething accom 1. which ts certainly legi 
rriaate Ihe reason or | penty downward mo 
mioht be open ru on concern of 
ordinats they ouldn inne ‘ it will only 
uy troul 

Lhe ( \ ane obviously affeets the 
flow of information as well. You tell the bo 
want him to hear, but you'd certainly be fooli 
anythin which would lay vou open to ¢ 

Heretofore weve used the large organization to il 
lustrate. Many of these thin upply equally well to the 
small organization, the volunteer group the community 
committees, the welfare ocieties. Certainly imsuflicient 
communication for improper reasons is a shoe which will 
pinch any number of organizatior Need we mention 
the tatu clique on the board, the power group in the 
aveney, the manipul itis ub frroup on the committee, all 


withholding information for reasons which satisty ‘hem 


The Control Unit 


| may have implied some unkind things about the 
bureaucrats or industrial managers who carefully guard 
their vested authority. At least it can be said for them 
that they entered office with the understanding that the 
power was theirs. Not even this can be said for the litth 
clique who move themselves into control positions in 
organizations which protes to be democratic. | speak ol 
the boards and committees which somehow seem to fol 
low the lead laid down by those three at the he: 
table. 

) 


How does thi happen ? 


In a number of ways. Son 
limes it Is in ply an aving proce SS: the senior Tre mile Is. 
full of “the way we did it back when Jackson was with 
us.” somehow manage to make longevity and durability 
a basis for power. Sometimes the control unit comes into 
heing through manipulating appointments: “Lets bri 
Jerry in: he sees things our way.” Sometimes we see a 
natural drawing together of people who have much in 
mmon outside the organization——clubs, social activities 
tt idence cs the \ pe ak the sili lan ruagce,. reat h agree) 
quickly on whatever issue arises, and soon find them 
-elves dictating the way. Finally, we find the little cor 
‘roup composed of prestige persons or, even worst 
men of means who were appointed because of the siz 
their contributions and who openly dictate under 


threat that they will withdraw financial support 


Life Membership 


Sometimes the control unit becomes convinced ot 
wh indi pen ability. Clearly, then, it becomes nece 
lor the good of the organization to arrange for perpetu 
ation im olfies After all, it seems a shame to bring in 
rreen membet who would ruin the organization th 
their radical ideas. The old hands have weathered man 
a storm together, they know the channels and the hidde 
reefs; better to string along with tried and tested lead 
hip. Let Jim be Chairman of the Nominating Comyn 
this tinne Any other nominations the nominatior 
closed all in favor say aye and the ayes have it con 


lations 


The Living Dead 


Painful to observe is the organization which | 
completed its mission, no longer has reason for existenc: 
ind refuses to admit it. Its a little sad. really. These goo 
people came together for an important job, rolled up the 
-leeves and waded in, made a real contribution and bh 
i fine time doing it. Everybody loved everybody else 
Have to stay together somehow. Let's see what nm 
Don't you think we could ... [think it might be a 
idea if we... Perhaps we ought to .. The suggestion 
(over the months, mind you) became less frequent at d 
with less conviction. Litthe forays here and there which 
soon collapse because they really have no basi Th 
rroup will eventually disintegrate. Why didn't they 


4 


in a blaze of glory? 


quit 
Thus ends our listing of some of the ills t 

organizational flesh falls prey. We've seen then 

lived through them. and we don’t care much for the 

But in recognizing them as ills we take the first step to 


ward finding remedies. 
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by William Gomberg 


As the Committee that worked on this issue tried to hammer 
out its ideas about the problems of organizations, different 
frames of reference became apparent. The majority of the 
committee members shared the point of view expressed in 
the foregoing article by Gilbert David. William Gomberg 
objected to the Committee’s framework on the ground 
that it used an idealized model of what organizations should 
and shouldn't be, not a realistic image of what they are. 
Feeling that Mr. Gomberg’s point of view might bring to 
light aspeets of organizational life which their framework 
concealed, the other Committee members asked him to 


present his ideas in the following piece. 
¢¢¢ 


I~ it useful to think of organizations as be ing “sick” on 
well”? 


\cademic jargon defines as pathological any chat 
icteristic of an organization’s structure or operations that 
hinders the achievement of the objectives for which th 
reanization has been created. The naive assumption be 
ind’ this formulation is a “Horatio Alger” pleture ol 
dedicated zombies working selflessly and disinterested], 
toward some publicly proclaimed voal which is as non 
ontroversial as the Ten Commandments. Political {ric 
tions and any inefficiencies that conceivably might not 
contribute towards this end are deplored. 

Now, modern organizations are very complex ot 
inisms. Their publicly proclaimed objectives may o1 
i, not be related to the actual ends being soucht. Most 
anizations publicly present platitudes which are said 
define their major objectives. Problems generall 

develop when divergent groups in the organization spell 


ul specific programs in the name of the platitude 


THE CASE OF AN INDUSTRY 


For example, the public relations division of an oil 
any announces that the object of the company i 
bring the best available oil to its customer at the 
Another of it tated objectives will be 


mi trenethen and preserve the free enterprise ystem 


cheapest price. 
The same company might also decide to finance a con 
I itv forum because another of its purposes 
couraging and promoting good citizenship 
These tated objectives go through an intere 
evol tablishment. In its early day 
ien it is so small that its actual owners exercise polit cal 
trol over its affairs, the objective of the company 1 
ily defined. The object is to earn the greatest 
ible short run return on the basic investment. Since the 
nization has been clearly created to serve one eroup 
its performance is easily measured. Any internal political 
interferences with this objective are “pathological.” 
In time the number of stockholders multiplies ina 
anagement representing the stockholders becom: 


independent group with a vested interest of its owt 
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At first they continue to pay tribute to the original ob 
jective, but soon their vested interest—the perpetuation 
of the institution under their own political control 
isserts itself. Now all sorts of political tensions common 
to authoritarian institutions begin to influence the way 
the organization functions 

Ix this a pathological development? Of course not! 
This is a perfectly normal interplay of political forces. 
It develops almost inevitably when different groups with 
divergent ambitions vie for control of an institution. 
The real objective of the institution in this case is to 


serve the political ambitions of its master 


But these politi al contests must be pre ented to the 


stockholder in public ly acceptable myths. Hence we begin 
to hear about management as the arbiter between the 
public, the workers and the stockholdes 


actually designed to serve the powei needs of the con 


This appeal is 


trolling group. 


THE CASE OF A TRADE UNION 


Phe objectives of trade unions reveal similar evolu 
tionary developments. During the early stage of a local 
unions development, the immediate ware and working 
conditions of the single factory employing the local’s 
members are the only objectives. As a national leader 
ship emerges with power interests of its own, the political 
needs of these leaders may influence the economi poli i 
of the union more than the short-run working condi 
tions of any single factory or group of factorie The 
pulling and hauling that takes place as these new power 
relationships assert themselves is deplored as polities. The 
professional student of organizations, ignoring the dy 


namie aspect of thi process, refers to ita 


path logical 
THE CASE OF A VOLUNTARY COMMITTEE 


Now lets look at a voluntary fund-raising committe 
composed of fashionable ladies. Their publicly stated ob 
jective is to finanee a hospital But a primary objective 
may be to amuse themselves at the vartous social func 
tions in a way that a puritan society finds acceptable 

The fact that much of the money raised goes for 
decorations of the Walnut Castoria ballroom can be de 
fined as a pathological departure from the objectives of 

iryanization or can be recognized as a real objective 

volunteers 

How many times have we heard the most active per 


on in oa) fund-raisin campaign complaining that she 


cant t assistance from anyone? OF course she can’t 
he doesn’t want it! Tf anybody i 


her public tha ochism hie 


oing to interfere with 
o home, Her real ob 
jective is to unload her neurosis. Lets be thankful it 


a relatively constructive way 


A FRUITLESS TASK 


It is because organization ind their per onnel al 

have private as we lla publi oals that blue print 
in deal organization is such a fruitless task. Either 
the ! to bn general that it can inelude all 
orts of contradictory behavior and eventually degenerat 
into a platitude, or it has o specifi that, in the 
name of efficieney. it wreck organization 


| question the usefulne of thinkit 
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JULIUS SCHATZ, director ROBERT HOOD, president, and RUTH H. MORGAN dias 
Community Service Bureau RICHARD DREBUS, training manager School of Social Welfare ee 
American Jewish Congress Ansul Chemical Company University of California, Berkeley si 
mec 
a ne 


. o ° ° . neec 
. How can the effectiveness of organiza- LARGE national organization with local chapters, 
ore 


The 
the 
how 


/ the American Jewish Congress, has had consid- 
tional life be increased? All kinds of or- erable experience in trying to solve the by-no- 


means unique problems of getting, keeping, and upgrad- 


vanization and age ‘ie are F i y . . ° . * 
” : . wencies are working on ing leaders. Julius Schatz, director of the Congress 


mar 


this problem today. ADULT LEADERSHIP Community Service Bureau, has described their problems 
“4 peraay. 4 ” “s ‘ “ke 
' . | as the “ pre-nat al and post-nati il care and training of 


asked leaders in three widely different leade eahip the eternally perplexing and confusing prob- 
lems of committee members, board members, and officers 


coul 
invé 
tion 
areas to describe how their organizations of all and sundry organizations.” : 
In an effort to meet these problems several American fore 
had successfully solved at least part of this Jewish Congress chapters in New England, New Jersey, A the 
New York City, and Chicago have experimented with ' soni 
co-chairmanships to give new leaders the opportunity of He 
learning by direct participation and work. As a result tain 


general problem. All of our resource peo- 


le have stressed the basic importance of ' : . 
| of these experiments, the Congress has determined that the 
wor 


spotting and developing new leadership as paired or shared chairmanships afford a special oppor- for 
~ _ « re 


tunity for fresh leadership to be brought into the life of 


° ° e user 
the key to organizational health. In this the 


organization. The Congress has also found that the tice 
f system of co-chairmen increases the reliability and the 
article, Al. has drawn from these three de- 


dependability of both members of the team, and in addi- aad 

scriptions tested strategies for identifying tion provides a basis for continuing leadership in the wo! 
event that one of the members has to drop the job of the 

and training new leadership. We hope you chairman. The Congress urges its chapters, which are K hav 

° - the basic local units of organization, to make use of co- 

agree with us that these strategies—adapt- : iS : poke ; 
chairmanships as “the best kind of organizational insur- dra 


t . mantene . stile < of dead- vd or 
ed to changed settings, of course—-are ance against the permanent pe tilences of dead-wood, for 

absentee le ade ris, turnover, and eternal and lifetime hav 
senerally applicable. office holders.” t The 


adult leadership 
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The Congress has encountered unusual success in 
training, maintaining, and upgrading leaders in Hart 
ford, Chicago, and Philadelphia, in New Jersey, New 
England, and New York. This success, the Congress has 
found, depends directly on the ratio of hard work, sweat 
and toil put by existing leadership into teaching and 
training people, providing them with an intelligent frame- 
work and set of relationships, correlating their work to 
the total program and organizational structure, and pro- 
viding incentive and bonus by the rich reward of suc- 
cessful events and activities. The Congress is now tackling 
the problem of refresher training, through all-day work 
shops and institutes for professional and lay leaders. 

The American Jewish Congress’ program “has not 
been a direct result of any major plan or project but 
rather a step-by-step accretion of periodic experiments 
and experiences.” It does not obtain for the entire struc- 
ture of the organization, but it is moving toward “over- 
coming the many large and small problems of leadership 
selection and training which are the bane of all organi- 
zational life in America today.” 


Spotting Leaders in Industry 


Business and industry, too, have problems of finding 
and training and keeping leaders. 

The Ansul Chemical Company, an industrial con- 
cern located in Wisconsin, is one organization that has 
tried hard to improve its methods of spotting potential 
leaders. When the production manager of the company’s 
mechanical division ran into a problem in bringing out 
a new product, he needed to put a man in charge and 
needed to move quickly. Should he promote the assistant 
foreman? Or should he look for other possible leaders? 
The president and the personnel department believe that 
the men on the machines have part of the answer about 
how to get good foremen. So do men currently in fore 
man positions. So, of course, has management. How 
could workers and foremen as well as management be 
involved in determining who should fill a foreman posi 
tion? 

Management was asked to state the qualifications of 
foremen as it saw these. And management decided that 
the foreman position needed a man who was a good per- 
sonnel man, a good technician, and a good housekeeper 
He should also know production processes and have cer 
tain personal qualities. Management officials agreed with 
the personnel department that it would be a good idea for 
workers and foremen to specify the qualifications of 
foremen in the same way, providing the process was to be 
used for recommending men to be considered for sele« 
tion as foremen, not for the final selection. 

The manager of the mechanical division set up sey 
eral groups—foremen, assistant foremen, and about seven 
worker groups. To each group he said, “You tell us what 
the duties of a foreman are. What qualities should he 
have?” 

Responses were analyzed and a composite chart was 
drawn up and presented. “These are the duties you the 
foremen, workers, and management said foremen should 
have. These are the qualities you said foremen need.” 
Then workers. foremen, and management were given a 
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list of all permanent employees. They were asked to put 
a (1) after the name of the man who most closely ap 
proached the type of man the chart indicated they wanted 
as foreman, a (2) after their second choice, and so on 
for five choices. They were told that this rating was only 
one phase in selecting foremen, and that the men who 
got the highest ratings would be given additional tests. 

Six men were rated highest by management, fore 
men, and workers, although several others were rated 
high by one or another of the groups. Actual selections 
were then made from the six on the basis of further test 
ing, interviewing, etc. The same procedure for getting 
data to select leadership personnel has since been used 
in the two other divisions of the company and has been 
excellent for building morale as well as for spotting 
effective leadership. 


Who Should be on the Board? 


In the downtown section of a large metropolitan 
community (Los Angeles), thirteen public and private 
youth agencies ten years ago “pooled their resources and 
knowledge” in order to provide better recreation and in 
formal education services for young people. The Board of 
Directors was composed of the executives and president 
of the thirteen organizations 

The project was divided into ten sections In one 
of these sections, the community of Pleasant Valley, there 
had been a long history of cultural conflicts between pat 
ents and children, Many teen-agers had records of arrests 
(a large percentage for curfew violations). The commu 
nity was populated largely by members of a minority 
group. Very few families owned their own homes and 
most of the workers were unskilled and semi-skilled la 
borers. 

Three residents of Pleasant Valley called the office 
of the Youth Project, stating that they were concerned 
over their lack of recreation facilities. On the basis of 
these calls, a series of meetings were called. the first in 
volving eight residents, four agency workers, the Housing 
Manager, and the District Playground Director. Aftet 
several meetings, with the local group yvrowing, and a 
conference of their steering committee with the city Su 
perintendent of Recreation, a member, Mrs. Rezos, was 
chosen as permanent chairman of the steering committee 
An evening meeting was planned so that fathers could 
be present. Thirty people attended and examined needs 
and problems, Over a period of time this community 
group accomplished many things, including a commu 
nity night attended by over three hundred residents 

It was suggested that one of the residents of Pleasant 
Valley might give a report of their accomplishments to 
the area-wide Board of Directors made up of ageney 
executives and presidents. Mrs. Orlando was selected for 
the job. 

After hearing Mrs. Orlando's report, the Board of 
Directors decided that people like her should be on the 
board and that the residents of each of the ten geographic 
areas should be represented. Accordingly, the structure 
of the Board was changed to ime lude residents of the 
areas so that the base of leadership could be wider and 
the Board be kept in closer touch with the people and 
with the needs of the whole community 
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CREATIVE 


BOARD 


LEADERSHIP 


by John W. Herring 


CITE a bit of the distinctive drama of democracy 
OQ takes place in the lowly board meeting. ‘To the 
superficial eye the daily crop of tens of thousands of 
mall gatherings in America (we estimate 50-75 thousand 
a day) are merely sedentary cireles of bodies. But a 
deeper look sees more. It sees groups of human being 
assembled to build, destroy, in pire, divide, foment, give 
form to dream compete, Compromise, aspire And 
through the medium of this throng of the good, the bad 
the frequently mediocre, the sometimes excellent, the hu 
man spirit drives to accomplish far-reaching social ob 
jectives. Where these circles of people sit, invisible castles 
are taking hape, leaders are being formed, segment 
of our future are born. 

The importance of all this is something to pondet 
over. The leaders of the ancients won support by thet 
eloquence at the forums, by their valor in battle, by thei 
personal magnetism. When Ben Franklin formed the 
Junto and the Junto sparked the formation of dozen 
of other bodies, he was contributing to the modern de 
mocracy of groups. The American process was under 
way. Leaders were called in from horseback to council 
chambers to decide matters by the jousts of minds. Town 
meetings, clubs, sects, lodges, associations flowered im the 
American soil. The methodology and the sociability of 
America became to a great extent a matter of group 
No doubt the enlarging of towns into cities contributed 
People must live in small-scale social contexts, and when 
they lost their towns they formed clubs. Today there is 
an organized society of some sort for every hundred 
Americans, a grand roster of a million and a half. Count 
and of business. 
the number is still greater. And each of these has com 
mittees, boards, and the like 


Thus the matter of how boards, committec 


ing the boards of government agenct 


. groups are 
led and how they arrive at decisions and plan actions 1s 
a highly consequential matter to the American culture 


in general and to the democratic process in particular 


Boards can be 
rubber stamps for “strong” 
leaders or instruments for 
turning the arbitrary prejudices 
of their members into the 


programs of organizations. 
But they need be neither. 


In this article, John Herring 
points out the importance of 
democratic and scientific methods 
in helping policy-making bodies 
play creative, constructive roles 
in organizations and 


communities, 


Any discussion of creative lead rship in boards and 
committees today must begin with the recognition that 
the notion of a “leader apart” is largely of the past. Even 
where leadership Can be narrowed down to a person 
the chances are you must find him in the crowd with the 
news photoman’s arrow. The curious things of leadership 

initiative, force, decisiveness, persuasiveness, magnet- 
ism, foresight—are increasingly provided by a numbe: 
of persons in a group. To an extent all may share. Even 
our personalities are undergoing a change as people cease 
to stand and declaim and learn to sit, listen, and ¢ ompare, 

We may be permitted some nostalgic feeling about the 
old days of William Jennings Bryan’s Cross of Gold ora- 
tory. The incandescent lures. But there are better sources 
of light and heat, and the compound of modesty, courtesy, 
constructive wit, and open-mindedness we call shared 
leadership is one of these. Parenthetic ally, we note that 
the human ego is better nourished by team work than 
by stellar bursts. 

Point one in creative leadership is that it is shared. 

Point two is that the business of sharing ought to 
reach beyond the board to the constituents. We have two 
patterns of boards: the “fathers” and the “neighbors.” 
The fathers are Olympian. The neighbors are our peers. 
We talk to them and they to us. The fathers are enamoured 
of their authority and their juridical role. Stuffiness be 
comes invested with virtue. “We will inform the people 
when we are ready.” The people, having chosen them, 
should subside. Neighbors listen to the people and ey 
plain to the people. The board of neighbors becomes the 
witchboard in a continuous two-way exchange. The ju 
dicial and decision-making functions are performed in 
the full light of open discussion and constant communi 
cation. Both functions, in the case of the Quakers. ar 
dependent upon “a meeting of minds,” a practice that 
may well be taken as the guiding principle for all sects 


ind orde rs. 


adult leadership 
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Shared leadership is creative for at least four rea- 
sons: one, it really leads; two. it enhances each person 

a group; three, it promotes the richest admixture of 
thoughts and values: four, it can say “we.” 

The fathers-neighbors distinction crops up in a 
myriad ways. Recall the common lament, “I can't get 
it by my board.” Or the perhaps unspoken sentiment ol 
many board members about leg work chores, as if lo 
say, “We have graduated from KP duty.” The neighbor, 
by contrast, operates at ground level, retains his grip on 
the real, remembers that the diffusion, not the hogging 
of prestige and credit is the elixir of democratic organi 


zation. 


THE CASE OF XBURY 


\ case in the community of Nbury illustrat by 
Violation—-several aspects of the principle. 

The community council in this town of ten thousand 
voted a recreation survey and appointed a local chemical 
engineer and first-generation American, Hernandez. chair 
man of the survey committee. The committee tackled the 
job with a will. After some preliminary questionnaire 

nd interview work they presented preliminary findings 
ind a proposal to the Council board. The proposal wa 
that the Legion. the P.T.A.. and Kiwanis be invited to 

in the board in setting up the Xbury Citizens Commit 
tee on Recreation. 

The comments of board members on this proposal 
were tlhhuminating: 

“We formed this survey committee as a Council sub 
committee, It seems to me thi propo al goes beyond the 
assignment.” 

“T feel, Mr. Chairman, that this is our project. Thi 


proposal would set up a rival organization.” 


“Perhaps the committee doesn’t intend to run away 
with the ball. but it looks that way to me.” 


“Mr. Chairman. | move the control of this project 
be kept by the Council.” 


Iwo months later the board observed that there were 
no signs of further action and discontinued the commit 
tee without consulting the chairman. And tongues wagged 
The gossip drifted back to Hernandez that some felt hi 
was “too bie for his britches.” that his committee was 


‘a flash in the pan,” ete, 
What's wrong with this picture 


Actually the “wrong” added up to a dozen deadly 
ov venal sins. We offer this diagnosis of a few of them 


1. The deadliest sin was the failure to consider an 
individual's need for recognition. Hernandez was an ob 
-cure member of the community who accepted enthusia 
tically a chance to prove himself with his fellows. He 
Wa Hhhaore than ordinarily self-con ClOUsS and sensilive 
because of his foreign origin. Quite naturally, the treat 
ment he received drove him back lo cover and he ha nt 
been seen since at community affairs 

2. The board members revealed an institutional pride 
which prevented them from giving fair, objective con 


sideration to an interagency 


proposal. 
}. The board failed entirely to understand the ere 


tive pringiness of the committee attitude and style of 


ttack on the prol les ind to appreciate that this kind 


septembe r. 1953 


ind is a double crime to 
destroy. Had the board taken as its base line the prin 


of motivation is beyond price 


ciple of appreciating live response and saying so, it could 
then have gone far with the committee in exploring mod 
ifications of the report. But the base line was nearsighted, 
dull pomposity and everything went wrong from there 

l. Boards, to be creative, must share decisiveness, 
prestige, and importance with their committees and con 
stituents. In this case the board members’ sense of their 
own Importance prevented their seeing the needs of the 
other fellow and of the group. | amples of this, extreme 
but highly pertinent, occur in military organization, Th 
“chain of command” would appear to belong to another 
world. But no, Corporals and captains are but souped 
up Cases of the psve hological situation we have been talk 
ing about. The bad otheer sees himself and his PHyipoa 
tance. The good officer is in the most sensitive league 


with his people. 


HARD MONEY-SOFT MONEY 


Several important reflections on the whol question 
of vigorous creativity in a board cluster around a que 
tion we eldom ask: how do Wwe combine touch minded 
ness with mellow mindedness Without overtaxing the 
figure, how much of Our CUPrency ts hard Haney how 
much is soft money? Some have made the error of think 
ing that the Quaker “meeting of minds” is a soft and 
ventle process People who think this way do not know 
the Quakers. The “meeting of minds” conjoins form with 
open inquiry. It has rigorous respeet for the compa 
and functions within a tough context of value and ey 
perience, Integrity is not viewed as even briefly expend 
able. 

The spirit of the discussion group, soft in some re 
spect is essential to the creative board. But the board 
adds hard roles that focus free discursive play. It has 
a responsibility for decision and for action. And thi 
responsibility is no blank check. It is curbed by respon 
ibility to its constitueney and the need to translate to its 
constituency. Persuasion is a creative role of boards with 
a soft overtone. Yet persuasion actually is an unremit 
ting and taxing business. The board that disciplines its 
will and skill to keep the story continually told is a board 
which knows the meaning of rigor 

Perhaps the principal case of the hard money em 


pha is | factual operation By factual operation we mean 


much more than the ordinary sloganizing about facts 
facts, facts.” We mean a radical change in the board 

attack on its job. Normally we elect preconeeptior and 
pre-emotions in congeries known as Brown, Smith, and 
VieReilly and call them a board. Almost every board then 
learns a little about trimming its prejudices and vagaries 


in order to pull out some kind of rational action. It learns 
a little. It should learn much more. The hard money test 
of board creativity is whether it learns enough to move 
lar beyond negative mediocrity into positive construction 
This is the case preeminent in which the soft money busi 
re ol pooling ignorances im a iluation of tarehl 

amicability is a sin agair God and man. In plain truth 
the hard money principle is that peopl don't move to 
wards truth by counting hand but | the erentiby 


method wielded by a group 
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I he case ola hoard whit h approat hed the problem 


of a highway by pass shows how this truth is often ob- 
cured. The self-interests o1 pre-emotions of the member 
of the board were such that they opposed the by pass 
each mustering reasons. The case for the by-pass was not 
considered, The group was proud of its unanimous deci 
ion; partly because preconditioned to believe that ma 
jortlies are right it took it for granted that a unanimous 
decision must be, if possible even righter. It also had 
a sense of virtue in having “talked it over” and in “every 
hody having had a voice.” It would have been tough going 
in a case like this to prove to that group that discussing 
and deciding, whether by majority vote or unanimously 
extremely valuable aspects of the American ideal-—wer: 
far from enough. The situation also called for a fact 
finding process going far beyond the discussion and also 
an objective study of alternative ways, either compromise 
or “third ways” which would bring the different sets of 
facets, both cold and human, into closer harmony. 
Actually the iron of scientific method can be built 
into board practice only by a sustained complex of meas 
ures. We can dismiss most of the direct verbal approache 
at the start: “Now, let’s be factual,” ete. Some of the 


obs ious measures are: 


1. Studying the facts on moot questions, hearing 


; ] ' see IN CHARGE O ae | 
PTA | 1935. 1936.1937. 1938 | 
MRS SMYTH cee ge ee eee 


people of differing views and some of expert knowl- 

edge where possible. 

2. Involving board members in “experiencing facts,” 

not merely in hearing verbal reports on fact. 

3. Testing generalizations against relevant facts and 
possible alternatives. 

Boards suffer from such generalizations as “the farm 
group is apathetic,” “the business man won't turn out,” 
“the politicians are opposed to us,” “the teenagers are 
irresponsible and destructive.” Given enough of these 
false black-and-white identifications, a board will pres- 
ently be unable to plan sensitively and skillfully about 
anything. Equally, or more, serious, the board will build 
around itself a bogey-man throng of things-not-so which 
paralyze optimism and the will to do. In less extreme 
form, how many of us have not known the board member 
who says, “Nobody will volunteer,” when the actual case 


is that in condition A with approach B, individual C 


will volunteer to work with a will on job D. 

In all these matters the role of the skilled board 
leader is great. And there is perhaps no place where his 
skill will count for more than in his nurture of the board’s 
habits and abilities in dealing with the world as-it-exactly- 
is: and in his capacity for revealing that the scientific 
method, tempered (or amplified, if you will) by human 
warmth and intuition, is man’s great earthly hope. 


CLIMBING 
mr, EVEREST 


| BiIS.6 PROF, WOMEN 


MRS. SMYTH | 1954 


‘O94 promises to be a challenging year.” 


adult leadership 


BY 


a eer NG ee a ae SETS a RN ee FO oe we ee ht SR ed eo ae 
beiatet REIS RES ret ee OS TE eS Ee er Mee lh ee oe: oe ee 
ete VIN) Seepaye| 72] |e : 6 dae daar |e Pr Soa ee ee a aia a. a eee 
ar ee " sien? o i3 ‘ ie Se * & 3 : TREES 8h . P fh ee si : ia zs a 8 Bees | 
Wy i eT : se a ra? af ares Ut \ = “ Bie Re S| Oe ae pee. mean: tA ee SaaS Sree’ scene emamimen ee 
ee F ' x3 - ~ AN La > ¥ MO SO ss ete 2: aa 
ee EERE SS) ae Tee ce ce maria. = Siren SES ESS ear ream ute ; 
| 
eee | 
: | 
‘ 
| 
. 1 
; * 
’ 
: 
; | 
ee | 
g ‘ 
7 r 
é 
| 4 
2 | : Q 
-ey ny | ; 
BRWw om,’ \e \ a 1} } —> Vv 
. i ’ e ¢\ (ewe 34 VICE PRES | pate THE 
d ves wa one Is f >, | > a\\ 
pret a r | ‘ = f, \ a 
| Sang ‘ 8 vow iI \ 932 | | lh Wtarcuthh ROTARY c 
lt ene wwe sed a ae TT, 934 | rf ca ) 
es F Ase 1934 | *%*% raat VEW 
| ae DAR. | Yrs are . | _ | \\ Sar ’ 
Se mrs smyih Q A, CD» “ aas/ 1954 
and beg . 
Y —— vice PRES ail 4 ae @ id ra ; 
wens on 1928 WG oO # —— ‘ 954 
qw u 9 + cmmmeemmmmamene mmm te al I or ia cata al 
‘ raat Sarvs, etd { ) ° e ——— IS Bs ; 
> 99t- ‘ 
i! ‘ seo " = 7, ai 4 —— $ 
ae | c 
3 i a 3 — 
——_ —<——] ~)\ Gi f ———a . { 
reece ,” aan ) 
— oni, 
, a fe ie OO 
le CY , | 
: y al ) a ; WN 4 
y a“ 7 * 
‘ ) we ~ Hala S q 
se Yo . — 7 & 
: | as Ew SO 
i A 3 ‘ on 
4 ‘lit A case, L . " 
iS = 2 aa a7 Sneé 
rc on... —— J | \ 
p> ee ; | 
" Ve, 
Fe : 
i 2 Po sep 
tore eat a r 43 aes oT eee ce a ee ae sm eM ea 
7 Sees ma) | ie a vas en ae aeale ee. Re a is aa hake Se ak. aR = Bee er ose 
“30 ae | Mea a * Rarer Hi aaa Bs | See: «[y Cems! > <me "| 0 CP ae ae ae le Sekt a 
Bs ae | | a errr 
Ae SS oa dane) |e ; f LMR TEESE A) ate md Usb ey By, Biase: 28 eh SA ee RS. RRM Gk Mie fd sh ee re = SARI lige SARL Rm} 
aoe er tee Nana I | : : f ree. Wea 1S aes aaa oe Se ne Bet Se hae = alee ec an ite ii a eat or a a ae CR es 
Rope he f ae r \, ae arn Va rele, ppm oe Spee RRM ec. ANINSNRIRD SS |“ Ca eC a aS i Me ca aR ef Ae ast MR pl Ss ae 


BY JULIA COLE FAUBER, GILBERT LAUE AND THE ISSUE COMMITTEE 


@ "The object of a committee 
meeting is first of all to create 
a common idea. ...1 go to a 
committee meeting in order 
that all together we may cre- 
ate a group idea, an idea which 
will be better than any one of 
our ideas alone, moreover, 
which will be better than all of 
our ideas added together. For 
this group idea will not be pro- 
duced by any process of addi- 
tion but by the interpenetra- 


tion of us all." 


Mary Parker Follett, The 
New State (Longmans, Green 
New York, 1926), p. 24. 


*% 


september, 1953 


» 


OW can committees function more effectively? How can 
committee work bring more satisfaction? This Tool Kit 
suggests what to do about some crucial trouble spots in 
committee work—making the committee assignment, select- 
ing and orienting the chairman and the members, building 
the agenda and carrying on the committee’s work, super- 
vision and follow up. 

Since boards are a special kind of committee, and since 
officers serve on committees and are concerned with how 
they work, the questions considered in this Tool Kit should 
he of interest to officers and board members as well as to 


committee chairmen and members. 


Introduction 


Nobody knows how many people are going to committer 
meetings today. Staff committees and welfare council com 
mittees and plant safety committees are meeting in_ the 
morning. Civic committees and mental health committees 
and program committees are holding luncheon meetings. Sub 
committees and special committees and executive committees 
are meeting throughout the afternoon. And planning commit 
tees and annual meeting committees and budget committees 
are meeting tonight. 

Older sons have to drive mothers to meetings before they 
pick up their dates. Older daughters have to baby-sit. Meals 
are rushed or delayed. And men and women finish the day 
quarrelsome or gay, exhausted or exhilarated. All beeause 


of committees. 


Why? 
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It is through committees that citizens carry on cde 
mocracy s day to day busine Committees are the work 
ing arms of organizations. They are the means by whicl 
we are able to do thin along with our neighbors. our 
fellow-citizes fellow church members, fellow worker 
fellow parent fellow-voter fellow-farmers or executive 


or labor leaders or doctors or school administrators. We 

wry on much of the business of government and the 
busine of busine is well as the business of voluntas 
organization through committe 

With all the in portant things we do through cor 
ithe ommetimne we eem to have an awtul lot 
trouble with them. They take so much of our time ind 

retin ecm blo et so litthe done! Committee have 
heen deseribed, by a trustrated member. as small grou 
of people which keep minutes and waste hour \ 

etimes this description is a litthe too true for comfor 


Why Have Committees? 


Comittee ine ippomled or elected or dratted. {« 
purpose Thi have an assignment to withi i 
pecitied Linnie { ! thee } ivi iol loo cle planni 
eru ol opr rat ' tudyi tral nadit 
rkit ou ree rl betwee i number ! orga 
ition “ ettli rievanes or cle eloy bette ort 
ine relatior hay between wunst i i busine i over 
mental aver yor a voluntary of mization 
One requirement tor niprovir the work of the 


cotomittes that demand so much of our time and enet 


ind on whieh we depend for so much work, is that THI 
PLRPOSKE OF IHk COMMITEE SHOLELD Bl 
CLEARLY DEFINED. The ippomlin iuthority. whether 


the president, the chairman or the membership. should 


define the purpose of the comunittes pell out its 4 I) 
it respor ibilitue ancl chutie Lhe committe Linvaet 
hould be detailed, too—the ti pan tor which it 
ippointed its budeet. if any. how tar iti upposed 
mcd where it is ¢ pected to stor 

loo often appointin iuthoriti respond to the 
ul esti Let tppoint i committer without a ( 
"W i} ju li Why llow ‘ : 4 rmiittee oth 
flectivel 1 if esnt know what i upposed | ’ 


Is This Committee Necessary? 
“4 elite ie ul estior Let ippoiul i cot 
riittes boul by mswered with Let not! Mar 


COTE hould never have been ippornte | And it 
praust Crenve that other hould be re-examined and thei 


purposes redefined foo many of our organizations ha 
dangling committees and dead-but-unburied comunitte 
committees that wander in the wilderne ind committer 
that shoot off in the dark. Sometimes we ive a 
mittee a task that could be done better by one pet 
And sometime we vive one an assignment assumit 
ettled policy where it hasn't been settled i policy that 
can be decided only by the whole organization or the 


board of director 

We ippomnt Comunittes for many different reasor 
to do many different jobs. To define the purpose of a 
pecific committee, it may place it in relation to the 


kine at hur tio why h con miittee ive often called upeor 


i4 «+ « to kit 


to perform. Here is a classification of functions frequent 


ly performed by committees for an organization: 


KINDS OF COMMITTEES 
Functions performed Examples 


\dministrative personnel 
finance 
membership 


Advisory poli \ 
technical 


| xploratory and faet finding = study 


survey 
Coordinating inter-agency 
Review budget 
Program education 


recreation 


\etivity campal ri 
project 

Judicial erievance 
hearings 

I; pecltor eitizens comunitter 
for tate hospit il 
et 


\ clear view of the functions of a committee should 
help to define it issignments and spell out the specit 
jobs it is to do. Confusion as to functions and vaguene 


to assignments leads to floundering 


Choosing Committee Members 


\ committee may be composed of members of the 
ryanizalion, representatives of group within the organ 
izalior per ialists or consultants from the outside. o1 
representatives of a number of organizations o1 repre 
entative of the entire community. The functions of the 


Comrittles hould cle termine the composition of the eroup 


! 
As to number. cynics have said that the ideal size 
of a committee is thre with two out of town. This. of 
course, misses the reason for having committees in the 


lirst place which is to enable several persons to pool 


their resources experiences and interest in solving a 


problem or doing a job. which one person couldn't do as 


Here again, the specilic purpose of the committee 
hould guide. I, for example, the committee purpose 
is to advise on the welfare department's medical pro 
ram, does it not need medical pecialists 7 Its members 
will probably include representatives of the local medical 
ocrely public and private hospital pediatricians, ob 
stetrieial ynecologists, dentists druggists, nursit 
home opel ilors, ete It will also inelude perso who 
represent the philo ophy of the ageney and who know 
the laws, rule procedures and policies under which it 
operate Other public or private agencies might be in 
volved. And the public should be interested and con 
cerned. It is easy to see that the number and kinds of 


persons on this kind of committee are largely dictated 


by its job. If any one segment (in this example say the 


hospital ) were left out. the committee couldn't work 
effectively 


adult leadership 
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The ideal size for a committee depends on its tun 
tions. The executive committee of a local association 
might best be three or four. A state-wide education com 
mittee, on the other hand, might need 25 or more mem 
bers. These questions of composition and size, again 
point back to the importance of clearly defining the 
committee's purpose in the first place. 

Depending on its job, the committee may requir 


among its membership men or women with speeific com 


‘ petencies or backgrounds, Or it may require that certain 


“pet ial interests, froups of people ol points of view be 
represented. One committee might require labor and 
management representatives, another production and of 


fice personnel, another Protestant and Catholic and Jew 


ish members, another property owners and renters, at 

other persons from various rationality groups. And 
within any one group, various see ients and interests may 
need to be repre S¢ nted on a committee people from thie 
West Side and the East Side, people for and against the 
one-way street proposal, people who back Jones and 


people who back Smith. people who want to have the 
annual convention in Central City and people who want 
to have it in ¢ amp Owasso. A committee cannot ettective ly 
perform its job unless its membership includes all the 
persons necessary to carry out that job 

In order to keep factors of functions, assignment 
composition and size in mind, some appointing authori 
ties fill out a form. “Data for your Committee” for 
each committee authorized and appointed. The form may 
be made out in duplicate. One copy is given to the com 
mittee chairman, the other retained by the appotntins 


authority. 


, a 
Kuz Q YL Commmttea. 


Function Faet . frnden = . 
( 
Specific purpose Sues U4 _ A 


Assignment ~)0 Aubmet Ae port B Gourd 


hes ——— = = — 


How To Pick A Chairman 

It might prove helpful in this business of pickin 
a chairman to ask the question: How do you define the 
chairman's job? Some of the readings at the end of this 
Pool Kit suggest the following approach to the chau 


4 


mans job. How does it fit in with yours? 


The Chairman’s Job 
1. The chairman is the stimulator (not the dictator) 
2. His job is to see that the committee develops a 
common view of its purposes and shared respons 


bility for leadership. 


september, 1953 


3. He sees the chairmanship as a part of a team 

made up ot: 

a. a chairman (or, at times, another discussion 
leader ) 

b. a blackboard member 

ct. a recordet 

d. an observer 

e. others as needed 

1. His aim is to utilize the interests and release the 

potential energies of all the members. 

\ conside ration ol what you hope a chair nan wall 
do may help you pick the kind of person you want tor 
chairman, and he Ip you orient him to his job. 

In view of the job spelled out for the committer 
what should the chairman be able to do? Get thing 
done? Make decisions? Stimulate others 


Know the right answers / 


Inspire them ? 


It is a temptation to think only of the man who get 
things done, or of the reliable. conscientious woman 
when a chairman is being selected. 

But let's look again at what we want the chairman 
to do. And then look at the qualification required 

In selecting Committee chairmen, some people final it 
useful to consider jt rsonal characterist such a 

l. has a personal record of being a consistent work 
er who completed a job 
is enthusiastic 
» has background knowledge of the organization 

(or imstitution’s) aims. and the committee’s une 
tions 


L. is hard-working 


». Is good-humores 
©. Is quick 
é. 18 a scood executive 


oO. 1 persuasive 


Others, bearing in mind the definition of the chai 
mans job find it more useful to look at his quualitie ition 


in this way: 


|. has confidence in other member 


2. wants to release the potential energy of the group 
is willing to give up the chairman traditional 
prerogatives if the job requires it 

1. is more interested in’ the committee's job than 


in his own feeling of pel onal miportanes 


These lists of qualification point to one way ol 
helping comunittes MN prove their performance hy ‘ 
lecting the right kind of chairman. They suggest that 
committees can work better if they operate democratical 
ly, with democratic leadership and with members really 
sharing in makine decisions and carrying them out. In 
this view the good chairman is one who can work with 
people. who can stimulate them rather than browbeat 
them and can help the group use all the abilitie and 
experiences its member possess and new ones too that 


they develop a they work tovether 


Orienting The Chairman 

Busy people have often permitted themselves to be 
crafted, against their better judgment, to chair a com 
mittee —by other busy people who lightly insist, “There 


nothing to it. You won't have to do anything 
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Just come to meetings .. You know all about it. 
John Jones (or Mrs Jones) wants you,” and “It won't 
take much time 

But do you know all about it? Do you know wnat 
the job will be? And what is, or should be expected of 
you’ How are you going to do it, how far should you 
vo and where should you stop? 

lrue, in many organizations, committee assignment 
are pretly routine, All the members of the Boat Club 
know what the Dock Committee is supposed to do. Every 
body knows that the Parent Club’s Social Committee ar 
ranges for the food (while the Chowder Society’s Social 
Committee arranges the annual stag party). 

But we are interested in improving the work of com 
Hittees, not just i perpetuating a Committee system. 

Viore attention to orientation for committee chai: 
men should pay off. The board, executive committer 
pre ident, or whoever appoints the chairman, should ex 
plore the job with him, go over the reasons why it was 
sel up and what i expected of it. The chairman should 
understand whether the committee is supposed lo explore 
a problem, find or develop resources, find facts, suggest 
olutions, plan 4 prograin make recommendations, cle 
liver a report, or what. The chairman should also know 
where the committee fits into the organization, the rela 
tion of its work to the rest of the program, and what 
will likely be done with its reports, recommendations o1 
other products. He should be given any suggestions o1 
leads that have been developed, advised where to turn 
if the committee gets stuck on something, and informed 
on what budget will be available (if any), and the time 
within which the committee is scheduled to complete its 
work. 

Many organizations have found it productive to 
bring their chairmen together in yroups for leadership 
training. In such groups the chairmen can relate the 
work of their committees to the overall philosophy and 
program of the organization and can work together on 
common problems of chairmanship—such as building 


avenda of leading dist ussions 


Orienting The Members 

After the purpose of the committee has been care 
fully spelled out and its assignment defined, its composi 
tion and size determined, its chairman appointed and 


oriented and its members selected, it is time for it to get 


down to work. If it is to do its job effectively, the mem- 
bers as well as the chairman need orientation. They, 
too, need to know the purpose of the committee, under- 
stand its specific assignment and what is expected of it. 
This job of orienting members usually falls to the chair- 
man. It is usually started when the members are recruited 
and continued in the first or first few meetings of the 
committee. 

The process of orientation leads into defining prob- 
lems, setting immediate goals, deciding on next steps and 


etting up expectations. 


The Committee’s Agenda 

The committee’s agenda is an important tool in the 
orientation of members and in enabling the group to work 
effectively. And the way the agenda is arrived at is im- 
portant to the way the committee functions. The com- 
mittee as a group, the chairman, and each member all 
have a stake in the committee’s agenda. 


How the Agenda Can Help 


1. For the committee as a whole the agenda can make it 

easier to: 

a. expedite effective production 

b. protect from introduction of items not germane 
to the purpose of this meeting 

c. protect from introduction of items group is not 
ready to discuss 

d. give order and direction to its work 

e. indicate relationship of items 


2. For the leader the agenda can help to: 

a. plan the work to be done 

b. allot the available time to necessary items 

c. set a permissive atmosphere 

d. give an opportunity to distribute leadership in 
the group 

e. provide a meeting plan satisfactory to the group 

/. gain acceptance as a member of the group 


3. For the member the agenda can help to: 
a. give opportunity to bring items before the group 
b. serve as guide for participation 
c. offer opportunity to play on the team 
d. show the relationship of parts 


RECORD OF COMMITTEE PROGRESS 
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BUILDING THE AGENDA 


CHAIRMAN ANALYZES AND 
PLACES IN SEQUENCE 


ITEMS SET BY 
LAST MEETI 


ITEMS FROM 
RD, OBBICERS, 


CHAIRMAN 


AGENDA DISCUSSED AT MEETING 


FINAL AGENDA ADOPTED 


come from persons outside the organization. And some 


Some Problems of Agenda Building 

The committee is apt to run into a number of prol 
lems in building its agenda and working with it. Members 
may have conflicting interests, and the committees always 
seem to have more things that need to be done than they 
have time for. If the group refuses to turn some down, 
they must 1) work overtime, 2) never get through thei: 
agenda, or 3) rush through everything without enough 
time for important items. 

Preparing the agenda is a crucial step in improving 
committee functioning and in protecting the stakes of 
the committee, the chairman and the members in it. All 
committee members should have a chance to take part in 
preparing the agenda, from the first step of suggesting 
items to the final step of deciding the agenda that i 
adopted. 


Building the Agenda 

The committee agenda is built of items suggested 
by the members, the chairman, other committees, the 
president or the board of directors. Suggestions might 
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tool kit . 


items are required by the committee’s assignment and 
the stage of work it is in. 


For good committee participation and performance 
it is important to ask the members for suggestions. One 
method that is often used is to ask them to submit sug 
gestions by mail. Some groups have found that thi 
method is made more effective if members are asked not 
only to submit items they would like to see on the agenda, 
but if they are also asked to indicate whether each 
item, in their opinion, can be handled quickly or will re 
quire considerable consideration and discussion. Members 
are also asked to indicate any informational resource 
that will be needed for adequate consideration of the 
items they suggest. 


When all suggestions are in, the chairman makes up 
a tentative agenda, listing items in the order in which 
he feels they should be taken up and indicating whether 
they are for quick decision or extended discussion, 
whether they should be referred to a sub-group, and the 
with them. This 


resources that will be needed to deal 
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tentative agenda is mailed to members before the meet 
ing. If time permit they are reque ted to send in thei 
reactions and further ivvestion 

At the meeting, the committee discusse the tenta 
ive avenda and as a vroup decides which items should 
be included for this meeting and which held over. which 
assigned to sub-committees, the order in which items will 


be considered and how much time hould be pent on 


If this proce is followed, every member of th 
committee can have a tull part in determining what the 
ommittee will work on and how. kach will have a chance 
to bring up the problem or suggestions that he feels ar 
important. And the final agenda is not the chairman’ 


lore but the hye eoeo mittee 


The Committee At Work 

Committees are set up to do yobs for the organization 

i whole. A committee can refleet or reproduce all the 
unproductive difficulties of the parent organization Or 
kt elop unproductive difficultic ol its own unite it 
issignment is clearly defined. its member hip include 
the neces iry individual and unless its organization and 
operation are democrat 

Ihe wcompanying Committee heck List give 
iniportant uitele lor eflective committee operation 

Any one committee may do its work in a number of 
Wily At committee meetings, the member plan jointly 
They all take part in Committee discussions at d decision 

But they may actually do the work by individual 
assignment ub-committec team or patr or by con 
binations of these either during or between meeting It 
is not necessary, and probably not desirable. to have the 
whole committee interview the mayor. or write a report 
or Compose a letter. Individuals or teams may compose 
(questionnaire conduct survey compile ind analyze at 
wers or teure make telephones calls. ete 

Often there is a tendeney for the chairman to di 
charge too many individual assignments himself. instead 


of spreading the worl ancl the leadership 


Your Committee Check List 

1. Is the place of meeting comfortable. accessible 
athraciive 

’ Does the committee understand its assignment 

». Is the agenda carefully planned and thoughtfully 
worked out by the whole committee 

lL. Do the members transact their business with di 
patch 7 

» Does the committee have representation of dit 
ferences of viewpoint and diversity of belief? 

©. Is there healthy competition of ideas? 

’. Do the members feel they really “belong.” are 
a part ol and think of it as “their” committee 7 

th. Is the committee re ponsible in that it is willing 
to be accountable to the appointing authority 

9. Does the committee spread its work assignment 

10. Can the committee make constructive use of cor 
fliet Opposition or criticism ¢ 

Lt. Is the committee flexible and adapt ible 

12. Does the committee obtain the facts, study an 


eck List and the charts on page 6. 12. 18 were ug 
ested by Harte bh B. Trecker, author of Gre P es ’ tdmu 
treat nd Hf to lar wit ( \) Ho omar Pre 


18 .. . tool kit 


analyze them. make decisions as a result of full 


discussion—and then take appropriate action? 
14. Do the members feel that time is used wisely and 
sense real achievement ? 
14. Does the meeting start and stop on time 
\ Committee Work Record chart can be used as ar 


|. by the chairman and the entire committee. to devel | 


adit 
a picture of committee assignments and work progress 
It can also he Ip the committee see which members. if an 
are being overlooked and not permitted or required, t 


participate as fully as they should. 
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Members Have Responsibility, Too 

\ committee is more than a collection of individuals 
Whether around a conference table or a kitchen table 
over a peri “l of time committee members must learn t 
work together as a group. 

kor a committee to function effectively. the me 
hers must accept responsibility. The next time that y« 
ay, “That was a poor committee meeting.” perhap 
should ask, “What did | do to try to make it better 

It might be well for an organization to consider a 
code of committee member responsibility. For just 
chairmen too often are pushed into leace rship jobs witl 
such arguments as: “There's nothing to it.” and “It won't 
take much time,” so people are pushed into acceptin 
committer membership assignments when a moments 
reflection would show that they do not have the time ai 
energy to give to the job. 

A member has as much responsibility as the chai 
man for the suecess of a committee. In “Constructive 
Community Committees” in the April, 1953 issue of The 
) W.C.A, Magazine, Harleigh B. Trecker spells out some 
of the responsibilitic s of a committee member. He write 

“Do | just go to a committee meeting as [| might 
lo the movies or on an excursion?’ Of course not W he n 
| work on a committee | am 

exercising my right and my responsibility | 
democratic self expression. 

sharing in doing a task that needs to be done 
can be done better by a group. 

giving of my ideas, my opinions, my feelings. 
convictions with reference to the task. 

vetting helpful ideas from others who are likewise 
focusing on the job to be done. 

testing my ideas against the varying experience of 
others. 

learning the necessity of give and take as the dis 
CUssion develops. 

carrying re sponsibility in a thoughtful manner i 
behalf of the whole group. 

thinking out loud and developing my thoughts in 
the company of others 


adult leadership 
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creating a common unity of purpose and under 
standing. 
deciding upon the best course of action.” 

Po carry out these responsibilities well a committe: 
member needs certain knowledges, attitudes, and abilities 
Your answers to the following questions may give you 
clues as to where your own qualifications for committee 
membership can be strengthened: 


Committee Member Check List 


1. Am I familiar with and sympathetic toward the 
aims and methods of the parent organization which 
created the committee ? 

2. Can | express myself easily and clearly and enjoy 
the give and take of exchanging ideas with othe: 

3. Do | have reasonably good focus, a sense of dire 
ion and a sense of timing. plus a willingness to stick 
to the task at hand ? 

b. Am | receptive, open-minded and able to learn and 
to receive stimulation from others? 

>. Do I have vision and perspective which enabl 
me to see the present in ierms of the future? 

6. Am I fundamentally cooperative and seeking alter 


, 


agreement and unity’ 
7. Am I able to arrive at decisions and face their im 
plications ? 
lo hye effective. committee me mbers should lye able 
to attend meetings regularly. They should seek to unde: 
stand the committee assignment and work to complete il 
Members should participate im the deliberations and di 
ussions and should share the responsibility of sticking to 
the subject and trying to understand and use the ideas of 
other members. They should help in reaching committe 
decisions, in committee action and in following up th 
final disposition of its work. Committee members should 
also evaluate their own contributions to the committee 
ind share the resp nsibility for evaluating the work of 
the Committee as a whole. 

Such evaluation is not limited to looking back at 
the committe work after it is over, though that is im 
portant too. Whenever the committee bogs down or get 
lost. members as well as the chairman should share th 
responsibility for asking the committee to stop a while in 
yrder to find out why. and to decide on the basis of thei 


iwnalysis how to work better in the future. 


Follow Through 


Sometimes a committee 1 elt up, a chairman al 
pointed, members recruited and then the whole thine 


is forgotten by the appointing authority until it's time t 


appoint committees again. The committee may do the job 


for which it was organized in the first place——or it ma 
not. Or it may find that its report is no longer needed 
its work was wasted. Or the committee may have started 
ill right and then have gone way off the track. 
lor a committee to produce effectively, the apoint 
ine authority must perform a supervisory function. The 
president o1 the board or someone must accept the respol 
sibility of following through with the committee as it 
works 
It is the responsibility of the organization to mak: 
effective use of what the committes produces, ‘Too ofter 
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men and women spend weeks and months conscientiously 
conducting surveys and studies and evaluations-—only to 
have their reports stuffed in a file to gather dust. Th 
organization, when it makes the committee assignment, 
should know why it wants this particular job done and 
what it will do with the results. The committee should have 
this information and should be kept up to date on how 
its work is followed up 

Phe committee ts set up to do a job for the organiza 
tion—to plan ladies night or stage a golf tournament on 
set up criteria for selecting plant foremen, Because com 
mittees do so much of the work of organizations, and 
because they demand so much of members’ time. it i 
important that they do their jobs well. Clear definition 
of the committee’s assignment, careful attention to the 
selection and orientation of the chairman and the mem 
bers, the use of democratic methods in building the agenda 
and carrying on the work of the committee, and intelligent 
supervision and follow up should pay off in more eff 


cient and more effective committees 


‘Any of you birds want to be on a committee? 
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VNO many people politics is associated only with gov 
phoned lo others politics means a struggle for 
power wherever people compete for power. | find it most 
useful to think of polities as the way people work to 
gether to decide on and carry out the goals of the group 
to which they belong. Viewed in this way, political prob 
lems are essentially problems itt human relations and 


occur in all organized life 


The purpose of democratic politics is to help people 
become independent of authoritarian control so that 
through self-government, they may find peace and hap 
piness as they live and work together. To learn to live 
together democratically means to get democratic disci 
plines or rules of the game into our very musé les. It 
means using organizations as training grounds in demo 
cratic disciplines. As Lindeman said, “Self-government 
is learned in the daily round of life, in family circles 
play groups, staff meetings, conferences, neighborhood 
and community meetings, and indeed at every juncture 
of experience which brings one human being into rela 
tionship with another.” 

If this is true, we shall be wise to study the politics 


of all organizations, not just government. 


What are some of the factors that determine whether 
an organization’s politics, that is, its methods for doing 
its job, will be democratic or not? One is, of course, the 
conditions and forces in the society as a whole. Suffice 
it to say here that to be fully understood the politics of 
an organization must be viewed in relation to the whole 
ocial context of which it is a part 

The personality factors that determine the ways 
members relate to each other have a potent effect on 
the politic al « omplexion of an organization. A brief look 
at some of the reasons why people join organizations 
will illustrate this point. People sometimes join organi 
zations for friendship and the pleasure of working with 


others. Others want to earn recognition and prestige, or 


IN ORGANIZATIONS Le 


BY NATHAN E. COHEN Professor of Social Work New York School of Social Work 


find channels for expression and development of thei 
abilities. Some want to identify with a worthy cause. 
These motives are positive. The chances are that people 
possessing them will encourage patterns of organization 
in which responsibilities are widely distributed. 1 hey 
will tend to select leaders for their ability and interest 
in the organization rather than for their economic o1 
social prestige. 

On the other hand, when negative motives are dom- 
inant—motives such as the desire for material rewards, 
for the satisfaction of neurotic strivings for power, or 
for finding security through submerging one’s individu- 
ality in the purpose of the organization—they can lead 
to a pattern of dominance and conflict rather than co- 
operation. If power-seekers attain leadership, the chances 
are that they will brook no competition and use every 
opportunity to centralize authority. 

Every organization has members in whom one or 
-everal of these motives is dominant. But in some organi- 
zations members with negative motives are integrated 
into the organization without their destroying its demo- 
eratic fabric, whereas in other organizations these mem- 
bers take over. This happens through the familiar proc- 
ess of leadership by default. When people with negative 
motives are willing to put in the time and effort an 
authoritarian administration requires, and others wel- 
come such efforts as an opportunity to be relieved of 
responsibility, both help to weaken the democracy of 
the organization. 

The politics of organizations is also affected by 
its members’ relationships with other influential groups 
in the community. A former student of mine recently 
told me an interesting story that highlights this point. His 
board voted to request the central community fund-rais- 
ing group to increase its grant to the agency he works 
for. The members of his board constituted ninety percent 
of the board of the central fund-raising agency. Yet 
surprisingly enough, the request was voted down by a 
large vote. 

What had happened was that the ten percent of the 
board of the ommunity fund-raising agency who were 


adult leadership 


org 
cha 
req 
peo 
the 
nee 
Coo 
wil 
upe 


the 
zat 
stri 
cal 
cor 
of 
the 
sto 
ha 
it 
om 


a! 
or} 


se 


i) 8 ce en, > cee ee 
q eau iat emma. | ay ORT Sas 8 er Stee 
UNMIS i a ROR i = heal ae bo aes Co ae $ 
7 ea ee ‘« eae: Meese pes oe. | ier a cei igs | aga e { aie 
| ’ E 2 es ie ee: “| eaters amr aay ae © eit eaee ||. 8: 
i *.. iM» | Sine rh Ne |, a ¥ a Fea 4, Be: ie ¥ Te. cleat | ae a her We bak tai aa 1h oe 
Te Po, a Pines € aaa ae x , we bat 1 he 0 ee oe Vhs eee eee ae By nee “ + 3a os . i 
Singh ee AD 2%) ae. Hae ht, an } ae bay Fey Br es ul) as Beet des, ‘2 Pa Ties. r ah aie : 
Ch ail eet an |) ee ee | | 5 \ eee - A, a es el). apie - i oe Go ae 
aie oe os oe ; ait ‘nl * a i ; Bae 2S rit ie we oa ae Be oe * Ogee Ries ee Ae a sii 
ae ap ; ae {oa a, pail 2 eee ee a 
EM Rm “fs. s x $ |. aN a. 4 ; a Bae ~ 
ay pe % | eet a 
pig ; stoN 
j not 
rese 
j as i 
the 
vote 
ana 
cor 
y 
; f : 
a : | 
‘ | | 
’ > ’ 
' 
ae 
no 
| : joi 
| int 
‘ rec 
at 
| Sei 
acl 
do 
cel 
Pe ; the 
ac 
| ‘ 
as) 
a ou 
| so 
' fe 
| fo 
OV 
he 
| | , to 
gr 
: te 
al 
: fe 
| ; al 
| | as 
ase | 
N. ; 
7 20 | 
ae . . a ee 2 
ae ag a 
: . wags bic a a ese ee oh 
Pt , : . ; hs oe Paci satatnws 1 a she ot eee el : a 
; * : o neo teat se Bleoer teammate 5) ary alee ae eg oe ahaa [. 
Gee { Ae al ( pee Pes ihe means ee cane Sigh ee esate tt FL ng dee na eee saa 
’ . | | | | ee. eS te es is ttie ‘ ro! Bek ca eo ty: eee fe Se han hae a [reg san eS a Ee? 
Sake | ae i jak is Ses. Sa ws oS Seite Ree PS i ace. aie 
ue | gee. s { Bi eer Si, eee (ae Paes s ee) ees. |, eae Re re eer SI ae oe é 
ae Pos ithe eas Ber |v ee Bc ies” ce SP ea gi ht le Come ie ie ea =F Pls, 
Ne tacle Ve eee ye *h | ee | 3 Ree Sy a ORE SS eee Beat ofa A 
te argamr 6 Amat ae aint Bie 
LYS atk Wek is * 


- ee 


not connected with the agency making the request rep- 
resented powerful influences in the community. As soon 
as it was obvious that they strongly opposed increasing 
the grant, the other members of the board shifted their 
votes. This type of development is not uncommon. If 
analyzed further it would reveal the influence of the 
community pattern on organizational life in general. 


The ability to understand the factors influencing 
organizational politics is helpful for diagnosis, but 
change and improvement of organizational relationships 
requires more than understanding. Keeping in mind that 
people will contribute to the organization in terms of 
their abilities and exploit it in terms of their particular 
needs, we must strengthen the conditions that encourage 
cooperation among individuals, so that the organization 
will be strong enough to withstand the strains placed 
upon it by those who are chiefly self-interested. 

Under what conditions do people tend to extend 
their abilities and cooperate in strengthening an organi 
zation? Cooperation usually increases when people are 
striving to reach the same or complementary goals. Re 
call, for example, the effect of war upon the degree of 
cooperation within a country. In like manner members 
of an organization will be more likely to cooperate when 
the overall goals of the organization are clearly under- 
stood and accepted by everyone who joins. If these goals 
have been the primary reason why they have affiliated, 
it is more likely that their other needs may play a sec- 
ondary role or may be harnessed to help accomplish the 
organization’s purposes. 

If, however, an organization has several functions 
not necessarily related to the central purpose, and people 
join for different reasons, it may be difficult to get unified 
interest in the overall purpose of the organization. | 
recently took part in a survey of an organization that has 
a three-fold program—local community services, an ove 
seas program, and a program of education and social 
action. The study showed that most members wanted to 
do community service. A small group were mainly con 
cerned with overseas programs, and about a fourth of 
the members were interested in education and _ social 
action. Only a small number were interested in all three 
aspects of the program. This type of situation is danger- 
ous if everyone does not understand and accept the rea- 
sons for the organization’s different activities. If members 
feel they are being committed to more than they bargained 
for when they joined, they are likely to get into conflict 
over policies and goals. Such dissension increases the 
opportunity for expression of negative needs and tends 
to relegate already agreed-upon purposes to the back 
ground. 

A balanced distribution of work and rewards also 
tends to breed cooperation. An organization which piles 
all the work on a few individuals and singles out these 
few for praise and recognition will soon lose the interest 
of many members. Opportunities for recognition through 
assignments, chairmanships, and promotions to higher 
levels of responsibility are necessary to insure broad 
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participation. Moreover, if responsibility is spread, self- 
seeking individuals are less likely to dominate the organi 
zation. 

Cooperation is sometimes hampered because the 
organization has vague and unrealistic goals, Most peo- 
ple need to feel that there is some chance of achieving 
the goals they are working for before they will fully 
cooperate in pursuing them. Overall objectives can pro- 
vide a sense of direction, but they should be supported 
by clearly recognized intermediate goals. When members 
can see that, through its intermediate goals, the organiza- 
tion is making step-by-step progress in achieving its 
overall goals, they will be re-charged with interest: in 
taking next steps. Again, an organization in which all 
members participate in determining goals is likely to 
choose realistic goals. 

People also tend to cooperate more in friendly at 
mospheres, Organizations make a mistake if they don't 
provide opportunities for members to get to know each 
other as they work together. | have often heard people 
remark that they will not join certain organizations be- 
cause no effort is made to make them feel at home when 
they attend meetings, to introduce them to other people, 
or to be concerned about anything but their interest in 
paying the dues. 

Finally, people cooperate more readily when their 
desire to cooperate is stronger than their feelings about 
any political or philosophical conflicts between themselves 
and other members. As indicated earlier, people have 
different views and attitudes, but if the purpose and 
program of the organization is clear, it can absorb dif- 
ferences in the larger, all-pervading interest. But if the 
intent and purpose of the program is shifted in mid 
stream without participation by all the members, these 
differences may become paramount and overbalance any 
desires to cooperate. I recall an organization which be 
came interested in working for a housing project in a 
slum area. In the midst of the effort a group of members 
attempted to introduce a program supporting federal 
housing for the nation. Many members felt that by this 
shift in focus they were being pushed into a position 
which was in conflict with their views about the role of 
vovernment in human welfare. The dissension that re- 
sulted almost destroyed the organization and its for- 
merly unified interest in the particular slum project. 


Politics as a means of handling relationships to 
achieve common democratic goals is an integral part of 
our organizational life. As its problems are essentially 
problems in human relations, improvements can be made 
in the political processes of organizations by increasing 
our understanding of individuals and of the dynamics 
of the groups affecting them. Ways must be found to 
bring this understanding to leaders because it will be 
useful only when employed to bring about better co 
operation in the political processes of existing organiza 
tions. Furthermore, it is essential that democratic proc 
esses be strengthened in voluntary organizations because 
the kind of political experience obtainable in these or- 
ganizations has an important bearing on the health of 
our national political life. 
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COMMENT by William Gomberg 
1 find it difhteult to come to “rips with Mr. Cohen’s 
mendations. He seems to distinguish between good 
1d politic il behavior in organizations by dividir 
ons why per ple join organizations into positive 
motives. He finds that desires for friendship 
pleasure of working with others 
und prestige, for channels for 
development of abilitie and to identil vith a worth 
ire positive and good. The desire for material re 
neuroti triving lor power, and the search for 
rity throu ubmerging one individuality in the 
purposs of the organization are negative and bad. | 
cant help teelimg that Mr. Coher ystem of categvoriza 
if ply conceals our inabilit o distinguish amor 
live in actual practice 
of the cases Mr. Cohen cites illustrates my point 
In his ¢ unpli the dominant ial group wa 
project and the 90° majority rapidly becar 
minora What was the source of pow of th 
roup If their power stemn d from a con 
we ought to be mature enough bt 
who pay iy ills the tune 
acy. If thi \ stemmed from the 
work this ero pot it i reaniza 
ht to recognize th ortatory platituc 
for wide member hip participation 
fact is that the member hip ol 


ontent 


latte ! 
r¢ place 
as it Is o} 


noperatton t ither than phils pernne il idealization 


COMMENT by Kenneth D. Benne 

Vir. Cohen's criteria of demos 
tional funetionit 

i that ¢ perience 


ve nmental ol 


1 fail 
ich ol 
1\ 
from the bad 
minds of n 
tive attitude many of us take toward 
politician a inherently reprehen itole 
lacing politi il processt objectively an 
d from working to bring them more nearly 
the democratic ideal ‘ rofess. TL we 


litical ron i naturally 


that “pe 


nprovement, we wont vert effort to improve 
then » it isn’t in his effort to bring political operation 
under the control of democratic eriteria that T differ fron 


Vir. Cohen 


Perhap it because, in tryu 
olitu from its “bad? na 
that | find 


re has tried to give if 
Mr. Cohen’s discussion uw 
the proce tne problem 


een CSA ot Eira oh 
i 


of politics objectively, we cant approach them as either 
vood or bad. We need rather to be able to look at them 
non-moralistically, in order to understand them better. 
We need to diagnose political processes without evalua 
tion if we are to have any dependable factual basis for 


treating their non-democratic features successfully. 


Isn't the central characteristic of political processes, 
when we approac h them objectively, the fact of a struggle 
for power? When different groups of people in an or 
ranization have conflicting interests in the way that organ 
ization is to run, what its program shall be, who its 
ihieers shall be, how its meetings shall be run. a struggle 
lor power is bound to result. And, at such 


organization taces a political problem, 


It is important, if we are to understand organiza 
tional politics, that we don’t see the effort of one person 
or group to exert power over other persons or group 
is good or bad. If you and | believe that one program 
roal is better than another and other people don't agree 
vont we try to influence those others (and still others 
who are undecided) toward accepting the upertority of 
our point of view? And we can expect our opponents to 
do the same. Actually, “power refers to the ability ot 
one group or person to influence the thinking, the atti 
tude the conduct of other people. Looked at in thi 
way. power is ine SCG pable in human affairs. And politie = 
is the exercise of power, is likewise inesc: 


izational life. 


Perhaps Mr. Cohen got off on the 

eeming to label at least some drives for power an 

wishes to submit to the power ol others as bad. Al 
exercise power and submit to power in settling our d 
ferences, in resolving our confliets. The politi il probles 
wtually is not whether we are moved to exercise influence 
or to submit to it, but rather how respon ible to the fact 
of our situation, immediate and long-range. any att mipt 
to influence policy decisions actually is. Or, alternatively 
how thoughtful and intelligent submission to. the powel 
of another turns out to be. The rightness or wrongness 
of the exercise of power or of submission to power lies 
ot in the motives behind it or in the conflict of motives 
but rather in the methods by which in policy makin 
these are or are not formed, are or are not made alive 
to the consequences of acting this way or that way. are 
or are not resolved in a way that leads to general learnis 


and growth on the part of the people involved 


Perhaps Mr. Cohen should have given less attention 
to classifying the motives of people who take part in 
organizational struggles for powel! (and no living organ 
zation escape these struggles). Perhaps he should have 
viven more attention to methods by which members can 
become honestly aware of their own and other peoples 
interests in such struggles and by which they can build 
into their debates and deliberations more objective con 
ideration of the cor sequences of choosing to follow 
way of action or another. We may find solutions 
political difficulties, mot by suppressing ot eliminatit 
from people drives for power or for submission to power 
but by channeling these drives toward consequences which 
lise iplined le Lib ration ar d diseussion show be cvenel 
ally desirable 
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@ Are vou involved in a 
worthy but low-budget or- 
ganization that can’t afford 
as much salaried personnel 
as you could use, perhaps 
none at all? How does your 
organization get all its ad- 
ministrative tasks done and 
still run smoothly? Har- 
leigh Trecker suggests that 
part of the answer may 


lie in: 
by Harleigh B. Trecker* 


S any harried executive knows. there is more to ad 
A ministration than decision-making. Administering an 
organization boils down to lots of very detailed jobs to 
he done. Large and well-endowed organizations usually 
employ a staff to follow up on their decisions and plans 
But smaller organizations often must depend on the ofh 
cers and committee chairmen to do these jobs and t 
recruit’ and train volunteers from the membership-at 
large to help them. The many jobs have to be parcelled 


oul among many people. 


{ Leadership Team 

| nhappily, while strens th may he vained by the c 
numbers, it is often gained at the cost of efficiency. Con 
fusion, overlapping and head-on collision are frequent. 
The beginning of a meeting finds that six people have 
called a rental company for chairs and no one has brought 
chalk for the blackboard. 

Sometimes organizations get into these kinds of dif 
ficulties because the officers and volunteers are working 
as primadonnas everyone assumes that everything will 
vo smoothly as long as each person attends to his own 
responsibilities. To be sure, every one must do his part 
But it is also necessary for everyone to understand how 
his tasks fit in with other people's and how they relate 
to the goals of the whole organization. Officers, board 
and committee members and other volunteers must see 
themselves as a team rather than as an aggregation of 


separate spe ialists, 


Some Practical Implications 


\ leadership team responsible for the overall admin 
istration of an organization is no new idea. What is new 
is an understanding of some of the practical implication 
of this approach to administration. If an executive is 
voing to recruit volunteers to carry on the work of an 
organization, he should find out what skills and experi 
ences the members have. If the volunteers are to become 
an effective team, tasks must be assigned in relation to 
talents: not on the basis of prestige, loyalty or popu 
larity. 

This approach to administration has other implica 
tions. If all leaders are to be able to work cooperatively 
with others. they must know about all the jobs that are 
lo he done throughout the propram year. ‘| he organiza 
tion should make a careful inventory of its activitie 


each year. and see that this record is made available to 


september, 1953 


everyone, Progress reports should be distributed at rey 
ular intervals, so that the whole leadership team knows 
what has happened in the organization and what still 
needs to be done on every project. Hy, in addition to 
meeting these requirements, the organization gives at 
tention to the priority, continuity and coordination of 
tasks, each volunteer can synchronize his plans with 


those of others and with the overall organizational plans. 


Coordination 


An organization changing trom an aggregate of tune 
tionaries to a leadership team will find that coordination 


will become more and more Hnportant as a function in 


itself, In many organization coordination ! the pri 


mary responsibility of the chief administrator, be ly 
president, chairman or executive director. Rather than 
taking full responsibility for specific work-tasks, this 
person helps other leaders to relate their work to other 
phases of the organization's program. But even where co 
ordination is the specially designated function of one 
individual, it remains the re sponsibility of the total lead 
ership team as well. Each volunteer must learn to become 
sensitive to the points at which he should clear his plan 
with other individuals or with the whole leader hip team. 
Meetings and reports should, in part, serve the coordinat 
ine function, also. 

Finally. eth ent coordination requires a cleat con 
ception of organizational purpose If the volunteers are 
clear about what they are all striving for. they will be 
better able to understand where and how their contribu 


jions tie in with the overall plans of the organization. 


Human Relations 


When a number of individuals are taking re pousi 
bility for separate but related assignments, another set 
of administrative functions grows out of their need to 
work together harmoniously. These are the human rela 
tions functions Again, in some organizations, the pre 
iding officer assumes these functions most consciously 
but the more they are assumed by all members of the 
leadership team, the more effective the total operation 
will be. To a great extent, effective executive leader hip 
consists in helping timulating or enabling new or les 
experienced people to do their jobs better. 

Good human relations in an organization also re 
quires that leaders take responsibility for building the 
kind of open atmosphere in which people are likely to 
do their best work. Warm, sensitive, and free working 
relationships tend to strengthen initiative and interest in 
individual responsibilities. Executives can help to build 
this kind of atmosphere by paying attention to their 
associates’ needs for satisfaction from their work, by 
realizing they need to feel that they have the confidence 
and support of their fellow workers, and by realizing 
they need to feel that they are helping to influence the 


plans and decisions which they are asked to carry out. 


Vew Ideas in Financing 
Although the less than solvent organization can do 
much to get its work done by spreading the load, it will 


*This article was initiated Trecker and then 
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not want to neglect possibilities for getting more money. 
Here are some ideas: 

1. Expand the scope of community chests to include 
ome of the newer and more experimental types of com- 
munity organization programs, 

2. Assign public school personnel to community 
work. A natural development of this idea would be the 


expansion of public school adult education programs 


Co 


geared to community service programs. 

3. Interest local industries in helping on community 
jobs and in helping to develop and strengthen community 
organizations. 

By adapting and varying some of the ideas suggest- 
ed in this article, organizations may find that they can 
accomplish tasks which might at first have seemed be- 
yond their resources. 


Democracy 


daily experience 


by Harry and Bonaro Overstreet* 


@ How can we Americans become agents of democracy in our 


homes, our schools, our businesses, our neighborhoods? In this 


article, two of our leading adult educators give their answer in 


simple, yet profound and moving, words. 


Most of us are pretty inept when it comes to talking 
about demo racy. We say the big words and the resound- 
ing phrase But when we have said them, we tend to 
feel a bit ashamed, Abstractions! Do the big words 
mean anything for down-to-earth everyday living ? 

Sometimes, however, a clarity comes through. We 
recall an incident that one of the present authors described 
in her Freedom's People: 

“One evening, seve ral years ago, | was guest chair 
man of a“ disc Ussion group in an Ohio town. The scene 
was not. by obvious standards, dramatic. But it would 
have been recognized as American. In a_ public-school 
classroom, thirty-odd men and women were lined up in 
seats too small for them, talking over problems that were 
at the moment, too big for any of us. 

“Finally. one man, in a solid-citizen tone of voice 
made a pronouncement; * After all, the important thing is 
for us to hang on to democracy.’ 

“A lean chap in the front row turned to ask, with 
an acid edge on his voice, “That sounds fine—only what 


do you mean by demo racy 


“Routine answers came from the members of the 
group, one after another: ‘Democracy is majority rule’ . . . 
‘I say it’s a guarantee of equal rights, or it’s nothing’ 
‘It’s where the people do the voting’... ‘It’s letting people 
look after their own affairs without government always 
butting in.’ 

“Then shyly, from the back row, a woman spoke 
up-—a plain, middle-aged woman. Her words hesitated: 
then came out with a rush: ‘I—I don’t know—exactly. 
But to me democracy is a sort of feeling I have inside 
me that keeps me from being as mean as I'd like to be 
sometimes to people I don’t like.’ 

“Caught off guard by anything so personal and sim 
ple, the group laughed—but with the warm laughter of 
people who recognized that something real had been 
said.” 


*Readers of ADULT LEADERSHIP who wish to share more 
of the Overstreets’ ideas will be interested in the following 
books: Harry Overstreet, The Mature Mind and The Great 
Enterprise; Bonaro Overstreet, Courage for Crisis and How 
to Think About Ourselves. 
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Here, we think, is the best clue—at least the best 
beginning clue—to what democracy should mean to us in 
our daily life. Democracy is a way—a particularly im- 
portant and often difficult way in which we treat people. 


The grand tradition of democracy has been a 
caring for human equality. The shy woman was caring 
about that: she wanted to be fair to everybody even when 
she didn’t want to be fair. She wanted to give even the 
most unlikable of her fellows the right to her liking. 

It would be a happy thing to say that this is a feeling 
we all quite naturally possess. The contrary is true. A 
child, for example, does not have this feeling. Being yet 
at the ego-centered stage of life, he quite naturally wants 
more for himself than he wants for others. As yet, he has 
little or no imagination about what others want or need. 
If this child fails to grow up into emotional maturity, 
and, as an adult, continues to remain at this ‘ego-centric 
level, he, too, will, as an adult want more for himself 
than he wants for others. In fact, equipped now with 
adult powers, he can be quite ruthless about it. For him 
to proclaim himself, in conventional and patriotic fashion 
a believer in and practicer of democracy would be a 
sorry joke. The fact is that in his adult immaturity he /s 
literally incapable of caring for human equality. Not only 
does he not want it, but he sees to it-—in his business, or 
social life, or political activities— that people get treated 
unequally, 

For example, he may have a particularly bitter peeve 
against racial equality; and he may work overtime to see 
to it that other races are kept in their place. Or he may 
have a special fanaticism against religious equality and 
may be unable to grant other religions an equal place in 
the sun. Or he may distrust “foreigners” and work for 
immigration laws that keep the doors closed against 
enough of them to make him feel safely superior. 

Officially, this man is a citizen of a democracy. 
Emotionally, he is incapable of democracy. Hence, in 


his acts, he bec omes demos rac vs foe 


This is the story of the countless adults who never 
grow up into emotional maturity. But it is also the story 
of those adults who, for one traumatic reason or another, 
develop emotional disturbances—neuroses or near-neu 
roses. This we know, that the person deeply disturbed 
in his emotional life is likewise incapable of being broadly 
democratic. He is too full of fears, hostilities, resent- 
ments and misinterpretations of others to have a healthy 
liking for people. He cannot, in his sick egocentricity. 
have a generous feeling of wishing them well; of hoping 
that they may have the same good luck in life that hi 
hopes for himself. 

Where, in short. individuals never grow up, men 
tally and emotionally, or where their mental and emo 
tional life is in serious disorder, we need to beware. These 
individuals may have achieved their political citizenship: 
but they will not have achieved their emotional citizen 
ship. In short, because of their psychological disabilities 
they remain incapable of the great human caring that 


throughout the centuries has made democracy a hope 


and a passion. If such individuals are to practice demo« 
racy in everyday life, the immature among them must 
somehow manage to grow up. and the emotionaliy dis 


orde red must ac hieve psychologic al health. 
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These are preliminaries. We must get them out of 
the way before we can come to grips with the question 
we have here assigned ourselves: how to bring democracy 
into our daily life. 

Assuming that we are ourselves. in fair degree, 
emotionally healthy and mature of mind, what do we do to 
bring democracy into daily experience? We are reminded 
of an insight we once received from a member of an 
Americanization class: “If you want to learn, teach.” 
This foreign-speaking person did just that, and as she 
taught others less advanced than herself the vocabularies 
she had learned, she herself grew in her command of the 
language. We would suggest a parallel insight for our 
present problem: “If you want to experience democracy, 
be an agent of democracy.” 


There are two chief ways, it would seem, in which 
a person, in his everyday experience, can be an agent of 
democracy. The first is the way of helping people to find 
themselves. 

Let us take an example from the business world 
(which is a world of our everyday life). We remember 
the vivid sense we once got of what “equality of economic 
opportunity” could be made to mean in the life of insecure 
individuals. We were given the story by the director of 
a large department store. During the last war, he told 
us, because of the shortage of labor supply, untrained 
people of all sorts had to be taken into employment. At 
first this meant that they were hired rather indiscrimi- 
nately. Very quickly, however, this proved te be too 
costly, and out of sheer necessity an arrangement was 
set up for training these untrained employees. 

This was a relatively new idea. Now, however, it 
has become so thorounghly incorporated into business 
and industrial practices that it would be surprising to 
find a hiring system that did not at the same time include 
a provision for training. What has all this meant? It has 
meant that business people (at first without conscious 
intention but now with increasingly gratified intention) 
became agents of democracy. Training directors helped 
awkward and anxious employees to “find themselves”: to 
become expert in a needed skill and thus to free them 
selves of anxieties bred of an inability to do the job. 


It is obvious that there are many ways in which 
All good eoun 


seling, for example, does this. Wherever a counselor 


people ean be helped to find the mselve S. 


friend, or minister, or therapist--can create an uncom 
pelled atmosphere in which the disturbed person can talk 
himself out until he can see his problem clear, he helps 
the person to get to the roots of his troubles. Thus he 
helps him back into the stream of life restores to him 
his equal chance with others to make good. 

Home, school, shop, office, church all are places 
Where individuals can be helped to find themselves. If 
the grand tradition of democracy is a caring about human 
equality, then whenever we can help i person get onto 
the hang of himself and take a good grip on life. we 
promote human equality. Restoring the person to the 
lost dignity of his selfhood, we not only act democrati 
callv but create that much more democracy in the world. 

A second way in which we can be agents of demos 
racy is to help people engage in mutually supportive 
enterprise 
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Iwo ¢ cample s come to mind. In a certain church in 
a western town, the minister, de eply sensitive to the unre 
olved emotional maladjustments of people and aware of 
his own inability to cope ingle-handed with the multitude 
of their problems, conceived a plan for helping them to 
help the m elve 4 by he Iping one anothe te beelir oy himese lf 
unequ il to the full re ponsibiliti« s of the task, he induced 


his church to engage competent psychiatrists who orga 


ized the many disturbed individuals into an ent rprise of 


yroup the rapy. 


This minister, we would say, made himself in a 
peculiarly eflective way an agent of democt wy By help 
ing people who, through their emotional unbalance, had 
been unequ il to life, to discuss their problems together 
openly and constructively, he helped them to solutions 


that no one of them alone could have reached 


Our second example is one that is widely familiar 
Aleoholics Anonymous. We ourselves know of no more 
inspiring example of bringing defeated individuals into 
i mutually supportive relationship. Obviously, everyon 
engaged in the work of Aleoholics Anonymous is an agent 
of democracy, for his will is to capture for every defeated 


one his equal right with everyone else to be master of 


himself 


Other examples might be adduced, but thes« 
will suffice. The idea is simple enough. In dozens and 
Core of ways we can come together in mutually sup 
portive relationships. We do it when we create a discus 
ion group Thereby we put our heads together so that 
we may think more clearly and generously We do it 


when \ ‘ ze a work hop or institute for the elarifi 


is offering Ipproxu 


ld exy 


‘ nny 


need tor 


cation of this, that, or the other pro-human idea. Or 
when we form a committee to reconcile differences, or 
whenever we organize a group to get some good thing 
started. Or when we form an association to help those 
that need help. Or—going to the most intimate of our 
everyday concerns—-when we create in the home a family 
council. giving to each member his equal right to say 


his say. 


To work in mutual support for something that helps 
everyone to enhance his life is to experience democracy 
in action. It is, in faet, the way in which democracy in 
America has chiefly functioned. More than a century ago 
de ‘Toqueville noted this fact: “The political associations 
that exist in the United States are only a single feature 
in the midst of the immense assemblage of associations 
in that country. Americans of all ages, all conditions. and 
all dispositions constantly form assocations . . . the 
science of association is the mother of science: the prog 
ress of all the rest depends upon the progress it has made.” 

To join with others in the promotion of what is good 
for everyone is to act democratically. This rules out all 
associations formed for the purpose of injuring or dimin 
ishing the life effectiveness of some members of the human 
community. In short. it rules out the voluntary associa 
tions that voluntarily are against equality of human dig 
nity and opportunity rather than for it. 


The profoundest value of democracy. therefore, and its 
most essential spirit are found in those everyday prac- 
tices in which life is released into life: into the freedom 
of its self-recognition and = self-initiative and into the 


freedoms of creative togetherness, 
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Effectiveness of 


School Board Members 


Reprinted from Administrator's Notebook, September, 1952. by 


by Maurice E. Stapley, Midwest Administration Center 


University of Chicago 


permission of the Midwest Administration Center 


= What kinds of incidents test the effeetiveness of school board 


members? What kinds of personal characteristics make for suecess 


in handling these incidents? What kinds of people seem to have these 


special characteristics? These are the questions answered in the re 


search reported in this article. The findings of the report will be use- 


‘ 


ful to school board members and to other citizens concerned with 


improving school boards. They should also be useful for purposes 


of comparison with the characteristics desirable in board members 


in non-school settings. 


The success of any enterprist depends largely on 
placing the right person in the right job. As administra 
tors and students of school administration you will proba 
bly agree that this observation holds true in any area of 
school administration. It holds true with particular fore: 
in regard to the very important job of the school board 
member. He must be the right person, but what kind of 
a person must he be? ... 

A recent study made by Richard Barnhart of the 
program on s¢ hool boards tries to answer such questions 
by examining the behavior of board members as they 
carry out their duties. Barnhart asked superintendents 
and school board members to describe incidents in which 
the behavior of board members was so critical as to be 
responsible for good or bad effects on board action or on 
the school program. Superintende nts and board members 


) 


from cities ol 00 and over in twelve midwestern state 


reported 741 of these critical incidents. . . . 


AREAS OF CAPABILITY... 


An examination of the critical incidents reported 
showed that most of the specific acts of board member 
producing effective or ineffective results could be grouped 
into six mayor categories. These categories. or areas of 
capability, point to the skills and understanding 
for successful board membership: 

l. Board Unity 

board unity and subordination of self interests. 

HM Leadership 


formed leadership in hoard planning and policy 


nee de d 


Acceptance of the principle ol 
Ability to initiate or to provide in 


" aking. 
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Ability to understand and 


willingness to respect the executive function of the 


Executive Function 


professional administrator. 

Staff and Group Relationships Skill in estab 
lishing and maintaining effective relationships with 
the staff and with community groups. 

Personal Relationships Ability to carry on ef 
fective personal relationships with staff members 
and individuals within the community. 

Willingen to take cou 


rageous action for the good of the schools pile 


Courageous Action 


of outside pressures and influences 


CRITICAL REQUIREMENTS ... 


A list of critical requirements for hoard member 
ship was derived from the behaviors reported ach re 
quirement illustrate behavior marking the difference 
hetween success or failure a significant number of 
instances. Each should be i i if it were introduced 
by the phrase “Kor effective result i board member 
hould” 


In Area 1, Board Unity: 
1. Subordinate personal interest 
Adhere to the polie y-making and legislative fun 
tions of the board 
\ecept and Support mayority des I f the 
board 
Identify self with board poliei and actions. 
Refuse to speak or act on school matters inde 


pe ndent of hoard action 
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In Area 2, Leader hip 
6. Suspend judgment until the facts are available. 

7. Make use of pertinent experience 

4 Help to identify problems 

9. Have the ability to determine satisfactory solu 
tions to prol lem 

1). Devote time outside of board meetings as board 
business may require 

11. Be willing to accept ideas from others 

12. Have enthusiastic interest in the welfare of the 

children 
3, Executive Function: 
13. Understand the desirability of delegating ad 
ministrative responsibility to the chief executive 
ofhicer 
14. Support the executive officer in his authorized 
functions. 

15. Encourage teamwork between the executive offi 
cer and the board 

16. Recognize problems and conditions that are of 
executive concern, 

In Area 4, Staff and Group Relationships: 

17. Have ability to speak effectively in public 

18. Believe firmly in democratic processes and in 
the right of all groups to be heard 

19. Work tactfully and sympathetically with teacher 
yroups and committees 

20. Understand how groups think and aet 

21. Assist others in working effectively 

Have mature social poise 

In Area 5, Personal Re lationships : 

Be willing to work with fellow board member 

in spite of personality differences 
24. Display both tact and firmness in relationship 

with individuals, 
25. Treat patrons and teachers fairly and ethically 
26. Foster harmonious relationships 

In Area 6, Courageous Action 

27. Be able to weather criticism 

28. Maintain firm convietions 

29. Be willing to take sides in controversies. 


30. Share responsibilities for board decisions 


THE EFFECTIVE BOARD MEMBER ... 


The study of eritical incidents supports many of the 


conclusions reached in earlier investigations. Effective 


ness as a board member is most likely to occur when the 
individual is less than sixty years old, is well educated, 
and is a parent of children in school. Professional men 
and business men are most likely to succeed. There is no 
evidence that women are more or less effective than men. 
A board member is likely to increase in effectiveness, at 
least during the first six years of service. 

This study places greater emphasis on the qualities 
needed for effective school board membership. When actu- 
al situations are analyzed, superintendents and board 
members rate most highly the exercise of initiative and 
informed leadership. The effective board member is a 
person who requires facts to support decisions and con- 
siders it a part of his job to secure facts. From his under- 
standing of community attitudes and needs, he makes 
suggestions that are important in shaping policy. In order 
to interpret the school program, he is especially active 
in community affairs. As the need exists, he works with 
groups of teachers and other school personnel. He is, on 
the whole, a member of a board which shares the respon- 
sibility for educational planning rather than merely re- 
viewing proposals presente d by its executive officer. 


SUGGESTIONS AND IMPLICATIONS ... 


The critical requirements for board membership may 
be used in a number of ways. They may be used by groups 
interested in selecting highly-qualified school board mem- 
bers. They can serve as a basis for a rating scale to be 
used by school board members in examining their own 
activities. 

From the critical incidents assembled, it seems ap- 
parent that many board members lack understanding of 
their proper functions and responsibilities. Heretofore, 
little has been done to prepare newly-selected members 
for their tasks. Capable and far-sighted superintendents 
have accepted this responsibility, and it might be useful 
to learn the relative merits of the various techniques they 
have adopted. School board associations have, in some 
instances, carried on in-service training activities, and 
they are in a good position to expand and improve such 
activities. 

lraining institutions have given little attention to 
the education of school board members and they might 
consider needs in this area. They might also consider the 
possibility of emphasizing, in the preparation of admin 
istrators, those skills and abilities needed in developing 
effective school board members. 
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VOLUNTEER YOUR TIME NOW TO YOUR UNITED COMMUNITY CAMPAIGN 
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Fourth in a series of statements of what adult 


leaders from all walks of life find important. 


by Carl R. Hutchinson, 


T the close of an Advisory Council meeting in Cham 
A paign County, Ohio, John Evers, a hard-working 
tenant-farmer, explained to a visitor, “You know, these 
meetings are important. Sometimes after a discussion we 
may wonder just what weve accomplished, But then 
we look back over the years we've been meeting together, 
and we realize weve got things done.” 

Ihe Advisory Council John Evers belongs to is one 
of 1,500 farm discussion and action groups sponsored 
by the Ohio Farm Bureau. These groups, each of which 
is made up of about six to twelve farm families, meet 
one evening a month to deal with mutual problems and 
enjoy the sociability of a friendly, informal, stable group. 
The discussion and action group program, initiated about 
17 years ago, holds to its original purpose — increasing 
mutual participation and heightening the morale of farm 
people in dealing with their many problems and in help 
ing them to function more effectively through organiza 
tion, 

As | have worked with these groups, | have come 
through practs al experience to evolve some veneraliza 
tions about what sort of leadership is effective in the 
program and about the functions of leadership in Amer 
ican society today. 

I have come to a deep conviction that people posses 
a great potential for solving problems if only they can 
evoke, organize, and direct this power. I believe, too 
that the informal, voluntary group is an effective instru 
ment for transforming human experience into group 
power, lor our program, al least, the voluntary probl nN 
solving groups need to function through a federated bod 
if they are to mobilize their powel for objes tives beyond 
the resources of a single group. But if a recognized get 
eral goal for democratic society today is the growth of 
people in being able to solve their group problems and 
if the basic social unit is the informal, intimate group 
as many people are becoming increasingly convinced it 
is —then the functions and attributes of leadership that 
move in this direction in our program will be function 
and attributes that meet a wider interest and find a more 
general application. 

In our discussion and action program, leaders soon 
become aware of the potential power of people to deal 


effectively with their own problems. Although in the early 
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stages olf a groups experience, a leader miay need lo be 
aguressive, he relinquishes responsibility to the members 
as rapidly as they are prepared to take it, 

As a group starts out, the leader makes a point of 
building on the perceived needs and preferred associa 
tions of individuals. “Starter families” are invited to draw 
up a list of people they would like to have in their homes 
for the first meeting. They, themselves, are encouraged 
to make initial contacts so that existing ties can form 
the basis for group unity. 

The leaders don’t work on the group or jor the group 
but with the group. They don’t detach themselves from 
the group in order to evaluate what is going on. Rather 
they encourage and help the group in its own evalua- 
tion. They don't overload a group with problems, either. 
They feel it is better for a group to sense and explore 
its own problems. However, they are diligent in helping 


A LEAD INTO LEADERSHIP 


From the Ohio Farm Bureau Program 


Leadership needs a sincere belief that people can 


solve their own problems. 


Meaningful and widespread participation is essen 
tial to meeting local and more distant yroup needs 


The integrated eroup Is the means by whi h peopl 


can deal most effectively with their problems 


Group integration is achieved in the process of 
problem solving. 


lo deal with their wider problems, intewrated 
groups need to join with other like groups in a 
federated body. 


Maintenance of two-way Communication an ong in 
tegrated groups and the federated body is essential 
to the satisfactory solution of common problems, 


external leadership is espe ially needed to assist in 
the initial steps of group formation and in achies 
ing the federation of groups. 
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roup to get whatever information it feels it need IT'S OUR AMERICA : HU 


Often in our program the proble mola rroup extend 


beyond its own resoures and | am sure that this is true > 
of other programs and of other groups too. With us, the A program for out-of-school youth es 
roups in ed in the large problem find they | KAR 
to unite their efforts into a federated undertakiy \! le’'s Our 


thre ede i f ‘ - \ thre rit ] 4 
| federated | | eu concern of helpin desioned ¢ pecially for voung people between the ages 


roups with common interests and goals establish chan 17 and 2]. It is part of the American Heritage Project Sour 


nels of intercommunication ar d keep these channels opel ai 


{merica is a public library discussion pre 


the American Library Association. In this progra ime 
Ine.. 

Iss 
Guid 
scribe 


ind working. The nece ivy coordimation of effort amor 


the local units «: he achieved by having each grou and clarify their ideas through discussion. They re 
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represented on a coordinating committee. A guiding prit hooks and see films about America to spark their think 
e here is that representative peak for their grouy 


pl 
ne o ) ee ly . divid 
ind not for themselves as individual Group limited to twenty or twenty-five. are encourage dmei 


At this le vel al ole idey need to be const: Wal , | 


provide ease of inter change of ideas. Usuall IFO: 1 
that the tren: th ol the federation | the trene } = held 


sions are 
local unit and they will seek to strengthen the primar 


oung people get together in the public library to develoy 


‘ip 


ing and then meet in regular sessions to talk it ove ful f 


at two week intervals, but more Pu 
IsSpec 

idded if the group wants them. Se 

| able 

roup which the federation represent and for which it 


lhe program hope slo provide opportunities tor t 2 publi 
chool ,outh to con ider the ideas. the people. al t : ime 


events which have gone into the making of America ; ne 
te their efforts 2 W isc 
to consider how these idea people and events may - 


ist lhe federated bod doe t take responsibilit 


from the i roup but a in dostrument 


1 eae light on the problem facing young America today. |i 
Ti ‘ or 

ission centers on selected books of fietion and biogra 
in form the basis for tormulati ome cenerali terial 


nad filn that sent not only our history but a 
f modern American life and probleras of livin 
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Zattoo ihout leader hip | would av that leadership 


quett 


Wise 


mem 


hould not be regarded a omethu ipart frome the 
total functioning of a roup but that leader hip carne a baa 


to the fore when jobs have to be done and when peopl Any public librarian interested in de veloping in / ; ime 
ire assigned to do them by the roup itself. T woul Qur America program 1 invited to write: Miss Ha ; rae 
i further that this kind of leaders hip which | Hunt. Young People’s Speciali t. ALA America : Pu 
functional kind, makes problen ' ier and mo tage Project, 50 East Huron Street. Chicago 11. Thi “. Tcnis 


ellective anal mak meu her hip i itist vir yperier Lhe Ameri if Herita ( Proje will provice i 


' 


for those wh elo o the roup ;s kind of ol helpful materials, ideas and services foy 


leader hip ipl t this or ov th roup 


A Look at Muman Organization 


Continued from page 3 


Onmennetbes and i chairmen. of  ofheer air written suggest wavs in which various standard te 


energy that peopl ive to the oreanization tend { ture ol anizational life can be analyzed object vel 


dram into advancing themselves in the hierarchy rathes mid in which typical imbalances between organizational 
than in a concerted attack upon problem in the worl tructures and effective services to oreantzational tasks 


outside or in the study and mar ipulation of the enviror can be corrected 


ment nece iry to solve these problem 


DOLLAR INCOME ACTIVE PARTIC! PANTS 
cal operations, which are inescapable in a \ ! ———— --— | 


yor 


ita 


I lio 


Oues 


to eclipse and swallow up the ta k funetior 


li the objective ol the or mization 


The main point her not that perpetuation and 
defense of an organization or that efforts of individual 
to advance themselve in the organization are re preher 

ible. They are valid a pects of ors anizational function es 
ig They become prol lems only when they get out of 
balance with the task functions for which the organiza 
tion professedly exists. We will be able to understand 
and deal with these and other imbalances effectively only 


. 
as we learn to face the facts of human organization ob 


| d 
jectively and to understand dispa ionately why organi ed 2 
zations behave as they do 4 p 


This whole issue « AputrT Lerapersiuirre has Gentlemen, this must cease!’ l ray 
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RESOURCES 


HUMAN RELATIONS ON THE JOB 


Prepared in consultation with OLIVE GOLDEN, University of ¢ hicago Industrial 
Relations Library, Chicago, UL., and BURLEIGH B. GARDNER and EARL. L. 


KAHN, Social Research. Inc.. Chicago. 


Sources of Materials 
imerican Labor Education Service. 
Inc.. 1776 Broadway, New York 19,N.Y 
Issues periodically a Labor Education 
Guide to Current Materials, which de 
scribes pamphlets, leaflets, and films use 
ful for labor groups. $1.00 per year. 
Management {ssociation, 
330 W. 42nd St., New York 36, N.Y 


Publications on personnel and othe; 


imerican 


aspects of scientific management. Avail- 
able to non-members six months after 


publication. Catalogue available 


tmerican Society for Personnel Ad- 
ministration, P.O. Box 1413, Milwaukee, 
Wisconsin 


Is_ collecting materials of 


source 

surses, pamphlets, brochures which will 
be made available to members. This ma 
terial will be housed in the new Mar 
quette University Library, Milwaukee, 
Wisconsin, and will be made available to 


members on inter-library loan 


imerican Society of Training Direc- 
tors. Affiliated Chapters in the United 
States and Canada. 

Publishes The Journal of Industrial 
fraining bi-monthly at 160 E. 48th St., 
New York 17, N.Y., containing articles 
n on-the-job-training, supervisory con 
terences and management development, 
nference leadership, human relations 
ind communications programs 

The Society makes available a large 
imber of training materials developed 

businesses and industries throughout 

country. These materials are kept at 

University, Lafayette Indiana, 

nay be borr ved by membe Ts 
ugh inter library loan 


The Dartnell Corporation Management 
Services, 4660 Ravenswood Avenue, Chi 

igo 40, Ill 
Publishes a monthly portfolio of com 
iny programs and materials, case stud 
ind surveys in field of personnel 
idmuinistration. Also, booklets, personnel 
and supervisory training materials 


atalogue available 
Elliot Service Company. 30 N. Ma 
Questen Parkway, Mount Vernon, N.Y 


“rvisory 


Film Research Associates, 1° 
New York 

published Film Guide 

il Relation ($1.50), a source of ref 


Indus 


tion pi 


I slidefilms 


to nine phases industrial 
leadership 
industrial Relations Counselors, Ine.. 
1270 Sixth Avenue, New York 20. N 
Publishes research material 
, . 


aphs. List available. Conduc 


sé ptembe r. 1953 


courses for executives and industrial re 
lations staff members. Offers industrial 
consultation services 
Institute of Industrial Relations, Uni 
versity of California, Los Angeles 24, 
Calif 

Publishes reports of original research 
dealing with the motivational factors 
affecting productivity 
International Correspondence Schools. 
Scranton 9, Penna 

Provide catalogues and pamphlets de 
scribing training courses available in 
supervision for shops, offices, stores, et« 
Full information on request 
Marquette University Management Cen- 
ter, Milwaukee 3, Wisconsin 

Has available materials on human re 
Offers many 


lations for supervisors 


short, intensive conferences forums, 
workshops and institutes for management 
people in business, industry and educa 
tion at all levels. Many of these are sum 
marized or outlined and are available on 
request 
National Association of Manufacturers. 
14 W. 49th St., New York 20, N.Y 
Material descriptive of the progress 
problems and trends in manufacturing in 
the field of human relations. Available 
on request to the Employee Relations 
Division. Descriptive bibliographies avail 


able 
Vew York State School of Industrial 
and Labor Relations. Cornell Univer 
sity, Ithaca, N.Y 

Publishes materials and bibliographies 
on many phases of human relations 11 
industry. Descriptive brochures available 
Princeton University Industrial Rela 
tions Section, P.O. Box 248, Princeton, 
N.J 

Distributes eal reports and bibli 
ographies on all phases of personnel ad 
ministration and labor relations. List of 
publications available on request 
Training Within Industry Foundation 
382 Springfield Ave 


Trains supervis 


Summit, N. J 
direct 


these skills. Institute 
country but ad pted articular 


tings. Descriptive brochure available 


Training Aids 


Here are some books and films that 


Drs. Gardner and Kahn have found par 


} 


ticularly helpful in teacl and training 


in the field of humar 


BOOKS 
The Case Method of Teaching Human 
Relations and Administration. ed. by 
Kenneth D. Andrews. Cambridge, Mas 
Harvard University Press, 1953. $4.50 
A presentation of the fruits of five 


ar experi of Harvard's Graduate 


School of Business in applying the case 
method of teaching human relations con 
cepts. Among the t pics treated are the 
training of supervisors and executives 
the preparation of case materials, and 
the use of other techniques and disci 
plines in conjunction with the case 
method. Useful for administrators in 
business and government, as well as ed- 
ucators 
Human Relations in Administration, 
by Robert Dubin. New York: Prentice 
Hall, Inc., 1951. $7.35 

An approach to the theory of human 
relations that differs somewhat from that 
presented by Gardner and Moore, and 
presented in the form of a collection of 
readings and cases. The readings consist 
of articles from journals and excerpts 
from larger works 
Human Relations in Indusiry., by Bur 
leigh B. Gardner and David G. Moore 
(Rev. Ed.) Homewood, Ill: Richard D 
Irwin, Inc., 1950. $7.35 

For people concerned with understand 
ing the factors that influence the atti 
tudes, behavior, and relationships of peo 
ple at work 
The Administrator, by John D. Glover 
and Ralph M. Hower. (Rev. Ed.) Horn 
wood, Ill.: Richard D. Irwin, Inc., 1952 
$S.00 

A series of cases presenting human re 
lations problems and situations in busi 
ness and industry. Provides an opportu 
nity to test out the human relations 
principles in the analysis of concrete sit 
uations and to apply them in working out 


solutions 


Principles of Human Relations, by 
Norman R. F. Maier. New York: John 
Wiley and Sons, Inc., 1952. $6.00 
Covers such things as discussion meth 
ods, role playing, group decision-making, 
and counseling, with principles and case 
Should be extremely helpful to the per 
son concerned with translating principle 


into practice 


AUDIO-VISUALS 


The lnner Man Steps Out. Prepared by 
Employee and Plant Community Rela 
tions Division, General Electric Co. Can 
be rented tree (except for transportation 
ts) from General Electric ¢ or pur 
from Henry Strauss New 
S/9 OU 
A factory foreman inner man” take 
him back through a day in the plant 
giving him a chance to observe and eval 
uate how he behaved in several situati 
mpact of his behavior on other 
Human Relations in Supervision. M« 
Graw-Hill Book Co., Text-Film Dept 
330 W. 42nd St., New York 36 
35 mm filmstrips and 12 33 
ord Entire set, $155.00 
strips, $ 5. Single record 
Imistriy 
n problems from a 
personnel records, Among problem 
ad are insubordination, supervisor 
sponsibility and cooperation work 


Leadet 
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consultation please 


PROBLEM 


| am the second presiding officer 
of an organization which has grown 
up in my community within the last 
two years. My predecessor, whom | 


shall call A 


siderable standing in the community 


, is a man with con- 


and in our organization. He was 
chiefly responsible for the organiza 
tion’s origin and rapid development, 
and still serves it as an active board 
member 

A few months avo, he was ap 
proached by one of the newer and 


younger members of the organization 


whom | shall call B , about a 
project B wanted to see the 
organization undertake. A told 
B repeatedly that he thought 


the idea behind the project was 
very good, but that the organization 
was not yet ready to undertake it 
B therefore decided to start 
the project on his own, as a private 
citizen. He did so, and met with con 
iderable success in the first stages 

Recently, B 
demonstrated the success the project 
was having, and asked if | would ask 
our board if they would like to take 
the project over, from this point on 
I feel quite sure that many member 
of the board will see a great deal of 


( alle d on me, 


merit in the project and want our 
organization to sponsor it. They will 
also admire B ’s initiative and 
capability in getting the project go 


ing. On the other hand. | know that 


\ s opinion ol B S ie 
tion in undertaking the project incl 
pendently is that B has been 


undisciplined and disloyal, and many 
of the board members, out of their 
respect for A will feel thes 
owe their support to him 

I am to bring the question of 
whether or not we wish to Sponsor 
this project before the board at its 
next meeting. My problem is: How 
can I reconcile the interests of 
\ and B so that the 
discussion of this issue will not de 
generate into a factional di pute 
around two personalities? How can 
I help to see that these two peopl 


Seis. 
ent 


can continue to work together in the 

organization, if B ’s proposal 

is accepted by the board? 
Contributor's name withheld on 


request. 


COMMENTARY 
By the Editorial Staff of ApbuLt 
LEADERSHIP 

We think the anonymous readet 
has hit upon the essential problem in 
this situation. The Board must be 
protected from becoming a_ victim 
of a competitive struggle between 
\ and B a ’s 
interest and initiative should not be 
lost to the organization. A s 
“et urity as a respec ted policy-making 
member should not be threatened by 
the impression that his experience 
and involvement is being ignored in 
favor of a newcomer. 

Both A and B are 
active in the organization, share com- 
mon interests in it, and presumably 
want to promote it. They even agree 
that B *s idea, whatever it is, 
is a good one. B , apparently, 
has demonstrated that A ’s ob- 
jection to his proposal is not entirely 
valid. A agreed that it was a 
rood idea; B proved that it 
would work. 

The organization, obviously, 
wants to keep the active interest of 
both A and B . The 
crisis will have to be resolved in a 
way that will preserve the stake of 
each in the organization, and that 
will recognize the contributions each 
has to make to the organization. 

Now, what can the reader do to 
keep the discussion and the two per- 
sons on target? As chairman of the 
board meeting that will consider the 
adoption of B 7 project, he 
might do well to see that all members 
of the board receive accurate infor 
mation about the nature of the project 
before the meeting. In this way, when 
the board meets, it can immediately 
begin a free discussion of the merits 
and demerits of the project. The 
chairman should encourage frank 
discussion, but discussion that is con 


centrated on real questions about the 
worth of the proje: t, not its sponsors 
or Opponents, 

If there is considerable senti- 
ment in favor of adopting the project, 
the board should make sure that 
B .. is given an opportunity to 
assume some leading responsibility 
on whatever next steps are decided 
upon. If the sentiment is against the 
adoption of the project, and if it is 
agreed that A can make a real 
contribution to the organization in 
other ways, his aid in the develop- 
ment of appropriate activities should 
be honestly solicited. 

It probably will be well if 
B does not attend the meeting, 
even though it may seem that he 
should be present to plead his case. 
He is still a relative outsider, and the 
hoard members will undoutedly feel 
freer to discuss the issues frankly and 
openly if he is absent. 

Finally, the Chairman of the 
meeting may be able to keep the 
board together if he can help them 
see that this issue is not an isolated 
one—that their failure to resolve it 
may affect more aspects of the or- 
ganization than just the project in 
question. 


Aputt Leapersnir deeply re 


grets the passing, on August 19 
1953, of Charlotte K. Demorest, 
late director of board members’ 
education for the Federation of 
Protestant Welfare Agencies, Inc 
Miss Demorest was an _ active 
contributor to ApuLT LeADERSHI! 
in its first year of publication. 
She served on the committees for 
the November, 1952, and May. 
1953, issues of the magazine, and 

a consultant for “Consulta 

, Please.” Those who had the 
privilege of working with her on 
these ideavors will remember 
her for the ene vitality and 
warmth which sl poured into 


everything she 


adult leadership 
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TIME TO ENROL 


y USE THIS HANDY KIT! 


Complete in one easy-to-use kit, you receive all the ma 
terials and information you need to enroll your entire 
group under the low-cost ADULT LEADERSHIP group 
enrollment program. The kit contains sample copies of 
ADULT LEADERSHIP, a detailed suggestion sheet out- 
lining the procedure that has worked so well in hundreds 
of other groups, a special fact-sheet telling what the 
magazine is all about, testimonials, and the money-saving 
group enrollment order form. Prepared at the request of 
group leaders all over America—this kit is offered to 
you at absolutely no cost! 


PTTTT TIT til it LLiitiiiiiiii iii iil 


@ 
= = ADULT LEADERSHIP © 743 N. Wabash Ave., Chicago 11, Ill. 
Please rush me the complete ADULT LEADERSHIP Group Enrollment Kit at 


no charge. | would like to use it in enrolling our group. 
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These Valuable Resource Issues Available! 


® IMPROVING LARGE MEETINGS DON'T MISS THESE IMPORTANT 
FUTURE ISSUES .. . 
®@ SPOTLIGHT ON MEMBER ROLES 
@ EVALUATING PROGRAM AND PERFORMANCE 
@ CONFERENCES THAT WORK 
@ LEADERSHIP TRAINING Handling Controversial Issues 
@ GETTING & KEEPING MEMBERS National Offices and Local Groups 


Social Inventions for Learning 


Small Groups at Work 


Back issues of the magazine are 50c ea. for single copies; 30c ea. for 10-49 copies; 25c ea. for 50-99 copies; 
2Uc ea. for 100 or more. 


SEND ORDER TODAY for back issues z3cictA*AHA%5:. 
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SEPTEMBER 1953 readers 


Adult Leadership at Work 


If exciting events in adult education, leader- 


ship training, or social action are happening in 
your community, why not report them to AL’s 
Departments Editor? The most newsworthy (in 
our usage, “newsworthy” means “new, creative, 


and/or valuable for others to know about’) 


will appear from time to time in AL under the 


. briefly an important activity in your group, or- 
heading at the lop of this announcement. : : i 
ganization, or community and refer us to some- 
The activity may be one in which you have a one who can tell us more about it. 

FILL OUT THIS FORM AND MAIL TO US 
Piri iiiiiy 4 
, @ 
Ps 4 
a a 
5 q 
2 The following activity might be of interest to other readers of AL: Hy 
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a For further information, | suggest you write to: 
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a 4 
. s 
a a 
a a 
Perilli iii 

i MAIL TO ADULT LEADERSHIP 

ye ° , « J . ° r 
reade! S report Oo. 4. vol. va BOX R, 743 NORTH WABASH, 


report no. 4, vol, 2 


leading part and can report to us. Or you may 
be able to tell us a little about it and refer us to 
someone else for the details. In either case, if 
you know of outstanding efforts in the field of 


adult leadership, will you get in touch with us? 


Use the coupon below if you wish to describe 


CHICAGO 11, ILLINOIS 
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Study Through 

The 
UNIVERSITY 
of CHICAGO 


at home 


Join this unique program for adults 
everywhere. 

. for an investment in self-improve 
ment 


DEVELOP SKILL IN GROUP LEADERSHIP 


enroll in 


ORGANIZING AND ADMINISTERING 
ADULT EDUCATION 


helps you 


@ PLAN PROGRAMS 
@ WORK WITH GROUPS EFFECTIVELY 
@ USE RESOURCES WISELY 


especially valuable for 


@ CIVIC ORGANIZATIONS 

@ CHURCHES 

@ MEN'S AND WOMEN'S CLUBS 
Taught by Malcolm Knowles, Administrative C« 
rdinator, Adult Education Association 


Plus 150 other courses in Semantics, Psychology, 
Human Relations, Social Science, Education, 
Philosophy, International Relations, and many 


more 
INDIVIDUAL INSTRUCTION start at any 
time work in your own home progress 
as rapidly as you wish 

Send for the Universiry or CuHicaco HOME 
STUDY Announcements 


Box 31 
THE HOME-STUDY DEPARTMENT 


THE UNIVERSITY OF CHICAGO 
Chicago 37, Illinois 


NEW BOOKS 


For Community Leaders 


* 
Community Organization 
Discussion Aids 
Parliamentary Law 


~ * 

Foreign Affairs—Government 
History and Politics 
Economics—Social Science 
Education—Freedom of Press 


x wk 
Also 


A LENDING LIBRARY SERVICE 
BY MAIL 


x * 
Catalogs Available on Request 


* 
WORLD AFFAIRS BOOKSHOP 


1909 9 Street N.W. 
Washington 9, D.C. 


* 
COLLECTIONS AND SERVICES DESIGNED 
FOR EDUCATORS AND COMMUNITY LEADERS 


\¥.@ : 

w 1. 7alking it Over! | 
Continued trom page 1 THE 

AL in New Zealand... SOCIAL 


Some copies of your excellent publica 
tion have been finding their way to New 
I have for some time thought of writ 
ing to you in order to express apprecia OF 


Zealand, and I have begun to receive 
regular copies 


tion of the great value your publication 
will be to us in New Zealand. 


Our problems are oft course very simi 


PREJUDICE 


Achieving Intercultural Understanding 
tackling them will naturally be of great 
interest to us. (L. MAURICE H. CAVE, By GERHART SAENGER, 


Regional Counci! of Adult Education, Ass stant Professor of Psychology 
Victoria University College, Fairfield New York University 


Road, Hawera, New Zealand.) 


lar basically to yours, so how you are 


The tirst book to summarize and in 


A Tip to Leaders and Trainees... terpret for the intelligent layman 
; : the growing body of scientific 

Orchids to Coffey. Hearn, Golden and 
the other members of the Issue Commit 
tee responsible for Volume II, No. 2 on 
Leadership Training. This is the most 


knowledge concerning race and 
ethnic relations. Adult educators 
will tind here a practical guide for 
combatung preyucice in both per 
helpful and down-to-earth treatment of 


sonal and organizational efforts 
leadership training I have seen in the 


entire literature. I fee: that any leader The knowledge it contains needs 
} j 
ship training course could be more suc to be spread far and wide R.M 
> 
cessful if both leaders and trainees could MacIVER 


have copies of this issue and use it as a 
model and critique of the course. (WAT 
SON DICKERMAN, Associate Protes 
sor, University of Michigan, Ann Arbor.) 
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$4.00 at your bookstore or from 


HARPER & BROTHERS, W.Y. 16 
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with Forum No.1 SHOULD SENATE DEBATE 
(THE FILIBUSTER) BE LIMITED? 


; Senator Allen J. Ellender of Louisiana 
with Senator Pau! Douglas of Illinois 
Marquis Childs as Moderator 


THE PLAN: American Film Forum, Inc. releases 9 new 
discussion films on current domestic and international 
affairs...one a month... with Senators and Congress- 
men presenting opposing viewpoints . .. springboards 
for discussion among students, and adults on all levels. 
Programs available on a subseription-rental basis. 


‘ 


MAIL THIS COUPON 
AMERICAN FILM FORUM, Inc, 
516 Fifth Avenue 
New York 36, N.Y. 
Please send me complete details including 
subscription cost. 


Write for prospectus now! 
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city STATE 
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VOLUME | of ADULT LEADERSHIP 
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It was both a heartwarming and frustrating 
experience to sell the last copy of bound 
Volume No. | (1952-53) of ADULT LEADER- 
SHIP. The response exceeded the estimates, 


and that was pleasing. But to have to turn 
down orders still coming in is regretful and 
ADULT LEADERSHIP apologizes to those 
whose needs will not be met. You can be 
sure that a larger quantity of bound Volume 
No. II will be printed. Thanks to all for your 


enthusiastic support. 
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£ A-E-A MEMBERSHIP DIRECTORY 
First National Directory of Adult Educators in the United States 


INFORMATION ON AEA MEMBERS: HOW TO GET THE DIRECTORY: 


@ Names an de e f individual ; 
ames and addresses of individuals @ $1.00 to Active AEA Members 


@ Principal Adult Education positions 


¢ @ $5.00 to all non-members 
@ Employing Organizations ° 


@ Types of Institutional Affiliations @ Make sure you get your copy of this invaluable 
directory. Send your remittance now to Dept. A 
Adult Education Association of the U.S.A., 1201 
@ Specialized Activities of Members Sixteenth St.. N.W., Washington, D.C 


@ Primary Adult Education Responsibilities 


EE —————————— 


Adult Education Association of the United States 
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